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In 2017, a behavior plan and rubric, introduced at an alternative behavioral school, 
hindered students’ transition back to their home school.  Students remain at the alternative 
school because they failed to meet the skewed goals of the behavior plan and rubric. I 
gathered qualitative and quantitative data from stakeholders casts a brighter light on the 
imperfection of the plan and rubric that students and parents failed to understand. A study 
of the behavior plan and rubric showed areas that created an environment that prevented 
students from being successful. The development of areas of change produced policy 













I developed this dissertation project to identify professional practices necessary to 
aid faculty members and administrators in their quest to support family members and 
students in meeting the goals of a newly adopted behavior plan and rubric. While all 
schools developed a behavior plan, none attached matriculation or retention parameters. 
As a classroom teacher, I approached this study, hoping to investigate appropriate 
research-driven strategies.   
Throughout this study, I learned various leadership lessons. These lessons assisted 
my understanding of this program and how to address future projects. One of the lessons I 
learned involved community and family engagement. The success of site-based or district 
initiatives is either aided or thwarted from the support of the community. Building 
community and family partnerships ensures a collective buy-in when enacting a program. 
The level of engagement exemplifies strong communication and a willingness to accept 
support from outside influences. This level of engagement builds buy-in and solidifies 
community connection from the program to the stakeholders engaged in its 
implementation. 
I learned the importance of building and articulating a shared mission, vision, and 
goal. A shared mission provides all stakeholders with a path and destination for the 
organization. Visions create plans, mission creates strategies, and goals create actions, all 
of which influenced the outcome of my study. A shared mission also creates a framework 
for what is and what is not a success for the program. During this study, I recognized the 




While conducting my study, I recognized the importance of professional 
development. Ongoing training becomes necessary for every new process, program, and 
initiative. As a school leader (department chair), I recognized that many in my 
organization wanted to improve their professional practice and codify their understanding 
and support students. However, they did not have the skills to do so.  
As a school leader with ten years of classroom experience and curriculum 
development, conducting this project provided me with a new depth of understanding of 
the formulation, articulation, and implementation of complex programs. This experience 
has influenced me to develop relationships with various stakeholders and to solicit 
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Culver Academy (pseudonym) is the only secondary alternative school in the 
Mason County School District (MCSD) (pseudonym). The academy faculty members 
received students from grades six through twelve. Area superintendents reassigned 
students to the Culver Academy for a plethora of behavioral offenses and other punitive 
infractions. Unlike a traditional school setting, students reassigned to Culver Academy 
adhered to a more structured and regimented school culture. Culver Academy is a two-
story school with only 30 classrooms, and the student population cannot exceed 400 
students at any given time.  
In order to best serve this student population, school administrators and faculty 
members equipped themselves with a cornucopia of coping, discipline, and crisis 
intervention strategies. Unfortunately, the practice of the administrators dispensing 
suspension, whether out-of-school or in-school, developed scrutiny from the media, 
neighboring communities, and the state as a whole. With very few alternatives to combat 
school offenses labeled "major infractions," school administrators emptied the well.  The 
suspension was their means of maintaining school accountability and the legitimacy of 
the learning environment.  
Purpose of the Evaluation 
The purpose of my evaluation was to improve the professional practices 
surrounding the Culver Academy Behavior Plan and Rubric (pseudonym) in order to 
garner the greatest yield for student success. The Culver Academy Behavior Plan 




points, and they had to maintain 32 points or more before reassignment to their home 
schools. Students achieved these points in a myriad of ways, such as academics, tutoring, 
conferences, and behavior. Behavior and attendance, being worth the most in the rubric, a 
total of 20 points possible out of a possible 65, students at the Culver Academy could not 
afford to receive any disciplinary action that would remove them from the learning 
environment. If removed, the punishment could call for an alternate placement or 
suspension. Just one day in the school intervention center (IC) or an out-of-school 
suspension could reduce the possible 20 points to 10. Figure 1 depicts the points 
reduction because of infractions. The Additional Opportunities section indicates points 
students gained for other favorable deeds.   
 




The Culver Academy Behavior Plan and Rubric included several categories, 
namely, Academics, Attendance, Attitude/Behavior, and Accountability or 4(As). Each 
4(A) category represented a scale of 10 possible points. All students commenced with 40 
points at the time of their reassignment to Culver Academy. To maintain all 10 points in 
the Academic category, students had to maintain a 4.0-grade-point average (GPA). To 
maintain all 10 points in the Attendance category, students had to maintain perfect 
attendance while at Culver Academy.  
While Academics and Attendance were easy to track and understand, the final 
two (A) categories, Accountability, and Attitude/Behavior were more complicated. To 
maintain all 10 points in the Attitude/Behavior category, students could not receive any 
referrals for discipline. If a student received a referral for an infraction, his or her points 
reduced from 10 to 8. If a student's points continued to decline in any category, it became 
very debilitating for the students. Regardless of whether students maintained 32 points by 
the end of the semester, if they received a 0 in any 4A category, they would automatically 
remain at Culver Academy another semester. This process became very regressive. 
Initially, Culver Academy operated with a behavior plan without a rubric.  The 
current transition rubric behavior program or Culver Academy Behavior Plan and Rubric 
was put in place over the summer before the first year of implementation with no 
classroom teacher input or vision. As a middle and high teacher and member of the 
school-based leadership team (SBLT), I received the Culver Academy Behavior Plan and 
Rubric at the beginning of the new calendar school year.  The emphasis on behavior 




The new behavior plan and rubric did not require teachers to adopt any new 
strategies or interventions that would aid in successful implementation of the plan. 
Although the rubric focused on academics, a student's behavior played an intricate role in 
whether that student remained in the learning environment or not. Therefore, student 
learning was greatly affected by disruptive behavior. Figure 2 displays an example of the 
behavior referral used when students violated school rules. 
  




This program was a problem for students, but it was more problematic for 
seventh-grade students than students in other grades. The seventh-grade cohort was often 
the largest cohort at Culver Academy. Also, seventh-grade students were the only 
students in middle school to take an end-of-course exam in US Civics. Therefore, 
seventh-grade students at Culver Academy were relatively demoralized. Students came to 
Culver from their zoned school due to an infraction.  While at Culver, students’ behavior 
received a thorough examination of a program foreign to any zoned school, and these 
students participated in an end-of-course exam that determined their grade-level 
promotion.  
The purpose of the behavior plan rubric was to resolve issues of recidivism to 
Culver Academy or other programs throughout the district. While still in its infancy, the 
program received buy-in from students, faculty, and families. Daily attendance and grade 
point averages showed significant increases. In August of 2017, attendance was at 65%. 
“Behavioral calls,” phone calls to administrators from the teachers, increased by 10%. By 
November, the student population rose by 20%.  Behavioral calls and referrals were 
reduced by 3%. On the other hand, the reduction of suspension rates was not evident with 
students in middle school, especially students in the seventh grade. If suspension rates 
remained high, students did not return to a traditional school, nor did school officials 
have the ability to support incoming reassignments due to the school population reaching 
maximum capacity.  
The Culver Academy Behavior Referral categorized behavioral infractions as 
major or minor behaviors. Depending on the incident, one could see a referral with 




classroom disruption, and dress code violations. Major behaviors often resulted in the 
removal of students from the learning environment. Major behaviors included racial 
comments, defiance, insubordination, and direct profanity to an individual.  As show on 
the Behavior Referral, defiance and insubordination were major behaviors committed by 
seventh-grade students at Culver Academy. 
When students continued to commit minor infractions, classroom teachers 
implementing the Culver Academy Behavior Plan were required to use the behavior 
modification hierarchy. The hierarchy required teachers to implement procedures before 
requesting a student's removal from the classroom, such as a redirect, change seats, and 
parental contact. If a student refused to cooperate or committed a major infraction, a 
teacher made a behavior call and requested support for the student's removal from the 
learning environment.  
Rationale 
Over the years, elevated student suspension rates required the school personnel 
and the district officials to improve interventions that would best support the needs of the 
affected students and their families while optimizing classroom time. The total number of 
suspensions rose from 148 in the school year 2015-16 to 159 in the school year 2016-17 
at Culver Academy; suspensions rose by 7%. Also, the Mason County School Board 
Members significantly limited what school administrators did to restrict the 
implementation of any broader discipline measures such as reassignment or expulsion. To 
remedy this, the Culver Academy administrators created a behavior plan and rubric to 




students at the schools with high suspension rates do poorly on state assessments (Rausch 
& Skiba, 2004, p.2).  
The critical issue was that seventh graders were losing too much instructional 
time due to suspensions that resulted in grade-level retention. The Mason County School 
Board Members, in accordance with the state statutes, required those seventh graders to 
take the end-of-course exams and pass both semesters before promotion to the next grade 
level. In previous years, only 45% of the students entering the seventh grade met the 
previous two semesters grade requirements, while only 20% met the end-of-course exam 
requirement for a passing grade.  For many seventh graders at the Culver Academy, the 
task of avoiding offenses that garnered suspension was a high bar. Finding alternatives 
for the removed student was paramount. Failure to attend class daily would almost 
certainly mean they did not meet the scores necessary to pass these end-of-course exams.  
The American Association of School Administrators (2002) stressed the importance of 
using data, empirical evidence, and other ethical practices to improve what many saw as a 
failing system. This required analysis, thoughtful support and supervision. The alternative 
was to continue down the path of loss of instructional time, illegitimate classroom 
structures, and poor educational fidelity. 
This evaluation of the Culver Academy Behavior Plan and Rubric was vital to 
many stakeholders for several reasons. To school administrators and designers of the 
behavior rubric, it was essential that the program improved student behavior and codified 
the fidelity of the school behavior plan. This evaluation was critical to teachers because 
improvements in instructional practices and classroom behavior could improve student 




the academic success of their children and removed poor behavior related burdens was 
most welcome.  Finally, the evaluation was important to students because the behavior 
rubric was one of the major devices that retained them at Culver Academy. The behavior 
plan and rubric were barriers that determined which school these students would attend in 
the future. Therefore, the implications of its applications had the greatest impact on them. 
An unstructured plan negatively affected students' ability to leave Culver Academy. 
Goals of the Program Evaluation 
While completing my evaluation, I pursued three goals: (a) the establishment of a 
student accountability system, (b) the improvement of student and parent buy-in, and (c) 
the improvement of professional practices.   For example, it was my goal to create a 
student accountability system that reformed the way my school site administrators 
implemented suspensions.  Furthermore, I wanted to improve parent and student buy-in 
while using the Culver Academy Behavior Plan rubric. Most importantly, I planned to 
use the data models to improve professional practices at my site that become the 
framework for other schools to implement. 
If addressed adequately, each goal produced gains in student achievement. By 
developing a new student accountability system to improve behaviors, students and 
faculty could reduce the number of suspensions issued and increase the instructional time 
of each seventh-grade student. Furthermore, any plan without buy-in from stakeholders 
was vulnerable to failure. Thus, creating a flow of feedback and support from parents and 
students increased the effectiveness of the behavior plan and reduced infractions. Lastly, 




from the classroom, faculty members could develop practices that could increase student 
achievement through crisis intervention.  
Exploratory Questions 
While conducting this program evaluation, several exploratory questions required 
further reflection, such as: 
 1. What do the stakeholders (teachers, school administrators, social workers, the 
school psychologist, parents) report is working well with the seventh-grade 
behavior rubric? 
2. What do the stakeholders (teachers, school administrators, the social workers, 
the school psychologist, parents) report is not working well with the seventh-
grade behavior rubric? 
3. What do the stakeholders (teachers, school administrators, the social workers, 
the school psychologist, parents) with the seventh-grade behavior rubric report 
as the greatest challenges in the program? 
4. What do the stakeholders (teachers, school administrators, the social workers, 
the school psychologist, parents) in with the seventh-grade behavior rubric report as ways 
to improve the program? 
Secondary Exploratory Questions:  
1. According to the perception of teachers, what is the role of administrators in 
implementing the rubric?  
2. According to the perception of administrators, what is the role of teachers in 





Reducing suspension rates became a priority of the MCSD for all grade levels. If 
the Culver Academy Behavior Plan with additional properties could produce results that 
supported the needs of its seventh-grade students, then the plan could be amended and 
implemented by other alternative school administrators with similar context and 
population as Culver Academy. The rubric and behavior plan combined were promising 
strategies for making gains in seventh-grade students' positive behavior, reducing the 






Review of Literature 
For the professionals and students of the Culver Academy, overcoming any 
adversities that hindered student success was a priority. With a behavior rubric in place to 
support the school's population, poor student behavior stood to be the major hindrance to 
student growth. Furthermore, because of being limited to suspending students whose 
conduct caused an imbalance in the learning environment, the number of students 
suspended continued to rise. The zealous use of school suspensions by administrators and 
the lack of other interventions was a hurdle for seventh graders making gains in the 
behavior rubric.  There was literature and vast amounts of research that showed a relation 
between students' suspension and students' achievement scores.  
The main themes of my literature review were the effects of school suspension on 
student achievement, viable alternatives to school suspensions, and building capacity for 
support. In the literature review, I included research articles, scholarly articles, alternative 
school plans, and other behavioral programs. Because the Culver Academy Behavior 
Plan and the Rubric impacted student attendance, I felt that researching viable 
alternatives to suspension was paramount to the program's success. Our system did not 
work for students.  Researching information on alternative discipline schools’ plans was 
essential because it would show what school officials had in place to help students to 
transition back to their home school.   
Effects of Suspension on Student Achievement  
As a response to school violence and other major incidents, school officials 




This response was called zero tolerance. Skiba and Peterson (1999) stated, "zero 
tolerance referring to policies that punish all offenses severely, no matter how minor—
grew out of state and federal law enforcement policies in the 1980s" (p. 373). This policy 
gained immense favor among states. During the early 1990s, researchers expressed 
concern over the constant use of suspension and sometimes expulsion, and the possible 
effects they would have on the students. Adams (1992) concluded that constantly 
suspending students could result in poor student achievement and estrangement from the 
community (Bloom & Owens, 2011).  
Over the last two decades and through the public outcry, many district leaders had 
all but abandoned zero-tolerance policies on many behaviors such as defiance, skipping, 
and alcohol use while simultaneously limiting alternatives in the discipline. Many school 
district officials focused on drug use and school violence as zero-tolerance measures. In 
recent years, the same school district administrators shifted the focus away from punitive 
to preventive measures.  During this same period, corporal punishment, one of the 
primary vehicles for confronting school discipline, was also on the decline. State statutes 
defined corporal punishment as "the moderate use of physical force or physical contact 
by a teacher or principal to maintain discipline or to enforce school rules" (K-20 
Education Code Support for Learning, 2019, from section 1006.07). By the late 80s, most 
state school board members utilized this form of punishment. School principals used 
instruments such as paddles to elicit corporal punishment.  
While the MCSD members had not removed corporal punishment from its means 
of viable discipline in the student code of conduct officially, corporal punishment was a 




shifts by 2008, most state school board members resisted corporal punishment (Arif & 
Rafi, 2007). Consequently, while the use of corporal punishment reduced in the MCSD 
and other districts, the suspension rates across the state doubled (citation withheld to 
protect confidentiality of the district under study). The waning use of corporal 
punishment produced a correlation between higher suspension rates and lower student 
achievement scores from the affected parties (Naz, Khan, Daraz & Hussain, 2011).  
Although the accepted practice of suspending students was far-reaching, some 
demographics were affected more than others. Every day in the United States, "18,493 
public school students are suspended" (Children's Defense Fund, 2008, p. 2). In most 
studies, black students led the country for the demographic most punished via suspension.  
Black students led all other racial demographics in out of school suspensions (Children's 
Defense Fund, 2014).  Blomberg (2003), after studying several school districts, 
concluded that black males, whether in middle or high school, led the nation in out of 
school suspensions.  
Alternatives to Suspensions 
Smith, Bicard, Bicard, and Casey (2012) suggested that functional-based 
interventions could play a pivotal role in reducing suspensions. These types of 
interventions included functional-based assessments (FBA) and behavior intervention 
plans (p. 175). Authors of numerous studies praised this practice of promoting positive 
behaviors versus focusing on negative behaviors. Smith et al. (2012) suggested that 
functional-based interventions (FBI) had a higher yield of effectiveness for reducing time 
spent in in-school suspension (p. 174).  While this research practice showed to have some 




applied to behavior and conditions. I recommended that administrators monitor and 
follow up on functional-based interventions.  
In addition to the use of functional-based interventions, some school district board 
members noted success in discipline via restorative practices. Davis (2014) promoted the 
idea of restorative justice which identifies those students negatively affected and the 
goals associated with addressing their needs (p. 38) Restorative practices had been a 
common approach recommended to assist the implementation of the Culver Academy 
Behavior Plan and Rubric. Zehr (2002) indicated that restorative practices and 
approaches started in the criminal justice system before being used in the school system. 
Restorative approaches addressed healing relationships between the victim and the 
offender with conferences and discussions.  Davis (2014) encouraged healing and not 
punishment (p. 39).  Restorative Justice practices operated on a different paradigm, from 
regulatory systems to motivational systems (Morrison and Vandering, 2012, p. 209). 
In several Oakland, California secondary schools, the restorative approaches 
yielded positive results.  There was a collective buy-in by the affected students, 
offenders, principals, teachers, and parents. As a result of the restorative practice of 
circular healing, many students who were repeat offenders and their victims were able to 
improve their academics, and some even became valedictorians (Davis, 2014).  
 Not all research surrounding restorative practices produced a plethora of positive 
results of its effectiveness. Kline (2016) completed a review of the application of 
restorative practices, and how the approach reduced discipline issues among students 
 (p. 98). As Kline noted, the application of restorative practices in schools has not been 




 In addition to Functional Based Interventions and restorative practices, many state 
school board members have adopted Social-Cognitive Problem-Solving/Ecological 
Approaches via the revision of their discipline policies. Many of these approaches have 
displayed positive results in combating discipline issues (Fenning et al., 2012). Like 
Restorative Justice practices, this approach focuses on conflict resolutions and providing 
students with meaningful alternatives for their behaviors.  Making the Smart Choice and 
Alternatives to Suspensions for Violent Behavior (ASVB) are both programs designed to 
combat poor decision making, which often leads to suspensions.  
Breunlin, Cimmarusti, Bryant-Edwards, and Hetherington (2002), the Alternative 
to Suspensions for Violent Behaviors Program, established four goals, such as reducing 
suspensions, resuspensions for similar behavior, provides parent training, and reduces 
violent risk factors (p. 350). ASVB involves high school students willingly entering the 
school-based program by completing a set of skills that address the target outcomes. 
While the primary research and subsequent studies for this program took place with high 
school students, considerations for involving the maturation and adaptation of middle 
school seventh-grade students were in consideration before implementing ASVB. 
Alternative Centers or Programs 
Alternative schools throughout the country have implemented various criteria for 
students exiting their programs.  One program in Hillsborough County Public Schools 
(2020) administered a similar program called the Education, Prevention, and Intervention 
Centers (EPIC).  EPIC required students to meet five criteria before the transition back to 
their home school.  The criteria considered were  




2.  Behavioral - no referrals resulting in out-of-school suspension for nine weeks 
3.  Academics - no failing grades for the nine-weeks grading period  
4.  Attendance - no more than five absences for the last nine weeks  
5.  Parental Involvement Activities – parents must meet the stipulated 
requirements by the last nine weeks.  Students in the EPIC program had to 
attend a hearing to determine whether they met the criteria. 
The sixth-largest school district in Florida, Duval County Public Schools, 
implemented their behavior and rubric system differently. Duval County Public Schools 
implemented a four-tier points system that determined reassignment students to 
alternative sites, based on infractions and grade levels. Duval County Public Schools 
(2018) students in grades 4-12 were recommended for reassignment to an alternative 
center if they acquired a minimum 12 of points or more for committing infractions 
outlined in the code of conduct. Time of reassignment was the sole criterion for students 
necessary before returning to their zoned school. “Additional assigned time for the 
Alternative Center is not mandated by the code of student conduct for a student to return 
to school. When a student returns to his/her home school, student discipline rubric returns 
to zero” (Duval County Public Schools, 2018, p. 44).   
 Another school district implemented mitigation programs instead of 
reassignments to an alternative site—the Alternative To Out of School Suspension 
(ATOSS) program. School District of Manatee County (2020) asserted that ATOSS 
provided students with an alternative placement instead of their suspension to support 
behavioral reflection activities and academic assistance. This off-site program provided 




structured their program, Point Card: The Management Program based on Schwettman 
Education Center Phase System. The program was a voluntary educational program for 
expelled students.  Students received points daily if they followed classroom 
expectations.  It was the responsibility of the teacher or an administrator to record points 
earned per class on a color-coded point card. Based on the color of their card, students 
received privileges.  It was mandatory that students carried a point card at all times unless 
they had achieved Graduate status.  Students earned three points for each of the 
classroom expectations in each period, totaling 15 points per class and 90 points per day.  
Conclusion 
From the research gathered and cited, I had a more well-rounded perspective of 
the challenges that face the remainder of my program evaluation. Most research articles 
and authors agreed that although behavior policies and practices to address negative 
student behaviors changed throughout the nation with some districts restricting 
suspension and using restorative practices, many policies were still more punitive than 
corrective. To address the needs of the Culver Academy Behavior Plan and Rubric, I 







Research Design Overview 
Program evaluations have many purposes and functions. For my program 
evaluation, I addressed the implementation of the Culver Academy Behavior Plan and 
Rubric. Because the MCSD, pseudonym for the school district under study, had fully 
accepted the plan and rubric, I had to assess the efficiency and fidelity of the program 
before changing or eliminating it. I evaluated the rubric using theory failure and 
implementation failure. Theory failure investigated a failure to attain desired outcomes, 
while implementation failure, investigated effectiveness, and support (Patton, 2008).  
I collected data using various methods and analyzed the results to determine 
whether the failure lay in outcomes or implementation. I used a mixed-method approach 
to data collection using qualitative and quantitative methods. I acquired the data via 
stakeholders within the program. By conducting both failure approaches for the 
assessment, I was able to determine and support the need for any necessary changes to 
the program.  
I used several methods in order to gather data. I collected both quantitative and 
qualitative data. The qualitative method included conducting interviews and focus 
groups, all of which involved multiple subgroups of stakeholders such as parents, 
teachers, principal, and assistant principal. The quantitative method included conducting 
school-wide surveys and comparing student discipline and achievement data. According 
to Carroll and Carroll (2002), this method presented observable numeric figures that 
could be categorized.  
19 
By using these methods, I was able to answer many of my exploratory questions. 
By incorporating several methods, I addressed the climate surrounding the 
implementation and outcomes of the behavior rubric. Furthermore, by having multiple 
forms of data collection, I was able to analyze and evaluate the program. 
Participants 
For my program evaluation, I solicited the following participants: one school 
principal, one assistant principal, three behavioral specialists, one school psychologist, 
and a school social worker. In addition, I solicited parents for their participation in my 
data collection. I conducted surveys with 18 respondents. I surveyed parents and my 
school's faculty. The administrative interviews consisted of participants with an estimated 
age range of 25-70. The gender of the participants was 72% female and 28% male. The 
voluntary participants consisted of one principal, one assistant principal, one school 
psychologist one social worker three behavior specialist. 
I conducted a focus group. This focus group included six teachers of different 
subject areas who primarily taught middle school students. Voluntary participants 
included four to seven teachers who taught three or more middle school classes and 
frequently implemented the behavior plan and rubric. two science teacher, one elective 
teacher, one social studies teacher, and two language arts teachers partook in this focus. 
All participants taught seventh-grade students and provided insight as to how Culver 
Academy Behavior Plan and Rubric impacted their learning environments. The focus 
group participants ranged from an estimated age range of 25-70. The gender of the 
participants was 70% female and 30% male. By acquiring these participants, I was able to 




Each volunteering participant, such as teachers and staff members, were recruited 
by me at the end of the monthly faculty meeting. I announced the purpose of the study 
and requested their participation. I expressed that those who wished not to participate did 
not have to participate. There were no negative consequences for anyone who did not 
wish to participate. The estimated age range of Culver Academy School faculty members 
surveyed was between 25 and 70 years old. Seventy percent of the faculty surveyed were 
female, and 30% were male. Voluntary participants included 30 faculty members who 
utilized the behavior plan and rubric. 
On the other hand, the parent participants I surveyed ranged from an age range of 
25-70. The participant genders (male and female) were 70% female, and 30% male. 
Voluntary participants included 20 parents of students at my school site.   
Data Gathering Techniques 
Throughout the program evaluation, I gathered data via various techniques. I used 
the qualitative method of interviews and focus groups. I interviewed the following school 
site personnel: principal, assistant principal, the school psychologist, social worker, and 
five parents. The purpose of these interviews was to address the exploratory question of 
the role of the teacher and administrator implementing the rubric. I conducted a focus 
group of Culver Academy middle school teachers. The purpose of this focus group was to 
address the exploratory questions of the perception of administrators and teachers on the 
rubric. 
Parent Survey. I used both qualitative and quantitative data collection methods 
for the parent surveys (Appendix A). I conducted this survey once. The purpose of 




what was not working well with the behavior rubric. Embedded in the survey were other 
questions that supported data metrics for further analysis.  
Administrative Interviews. I used the qualitative method of interviews. I 
interviewed the following school site personnel: principal, assistant principal, the school 
psychologist, social worker, and five parents. The purpose of these interviews was to 
address the essential question of the role of the teacher and administrator implementing 
the rubric. Also, the interview questions addressed the participants' view of what is 
working well and not working well with the behavior rubric. (Appendix B) 
Focus Group. I conducted a focus group of Culver Academy middle school 
teachers. Like the administrative interviews, I used the qualitative data collection method. 
The purpose of this focus group was to address the exploratory questions of the 
perception of administrators and teachers on the rubric. Also, the purpose of the focus 
group was to collect data on what is working well and the greatest challenges of the 
Culver Academy Behavior Plan and Rubric. (Appendix C) 
Faculty Surveys. I used the quantitative data collection method of surveys 
(Appendix B).  I conducted school-wide surveys about the behavior plan and rubric. I 
conducted this survey once. The purpose of conducting these surveys was to address the 
exploratory questions of what was working and what was not working well with the 
behavior rubric. Embedded in the survey were other questions that supported data metrics 
for further analysis. (Appendix D) 
I used the quantitative data collection method of surveys.  I conducted school-




the semester. The purpose of conducting these surveys was to address the exploratory 
question of what was working and what was not working well with the behavior rubric 
Ethical Considerations 
Because Culver Academy was the only secondary alternative school in the 
MCSD, a myriad of ethical considerations became imperative. I took into account the 
informed consent to the data collection methods to protect the anonymity and privacy of 
each participant. I did not anticipate any emotional, physical, social, or political risk 
while conducting this study or research. While participants were likely to not have any 
direct benefit from being in this research study, taking part in this study may have 
contributed to their better understanding of behavior plans and rubrics at Culver 
Academy and what changes, if any, needed to be made. 
To maintain the sensitivity of all the data collected, I made many ethical 
considerations. Prior to conducting surveys, interviews, or focus groups, I ascertained 
participant consent via signed informed consent documents from all relevant parties; this 
included: teachers, parents, administrators, the school psychologist, site behavior 
specialists and the site social worker. Because many of the subgroups were involved in 
multiple methods of data collection, signed, informed consent documents were often 
collected several times throughout my research. The school front office secretary 
collected the signed parent and faculty informed consent forms that were in hard copy 
paper format. A folder was labeled as "return of informed consent forms" and kept at the 





To maintain the anonymity of all subgroups involved in my data collection, I gave 
pseudonyms for each member for each subgroup. For example, I labeled all teachers 
involved in the focus group by alphabet letter code, such as Teacher A and Teacher Q, 
when describing faculty members. Besides titles such as principal, assistant principal, the 
school psychologist, and social worker received a letter code pseudonym to protect their 
anonymity. 
I made efforts to maintain privacy and confidentiality. In addition to collecting 
informed consent forms, I expressed to all participants that I was to be the only person 
maintaining their informed consent documents, data recordings, and any subsequent data 
that might reveal information about their identity.  
Data Analysis Techniques 
I used statistical analysis to analyze data collected in the faculty surveys. I 
displayed responses graphically by frequency and percentage. I drew meaning from 
responses based on trends. Because I used the qualitative and quantitative method to 
collect data for the parent survey, I used the statistical analysis method along with 
thematic analysis. I displayed responses statically graphically by frequency and 
percentage. On the other hand, I did identify themes for items that required an open-
ended response. I focused on every response and displayed responses that either were the 
most common or most obscure.  
Analyzing Administrative Interview Data. I used coding for the interviews. By 




for analysis. Also, I collated and categorized the responses. While describing the analysis 
of each question, I highlighted themes and data outliers.  
Analyzing Focus Group Data. Like the interviews, I developed themes from the 
focus group data of the Culver Academy Behavior Plan and Rubric. I displayed themes 
for the collected data based on the responses given. I looked for themes in the focus 
group data while addressing the essential question of the perception of teachers and 
administrators in the implementation of the rubric. I conducted open coding during the 
focus group.  
Student data. Lastly, I analyzed statistical and thematic analyses while reviewing 
student achievement and behavior data. Through these analyses, I compared data points 
of Culver Academy seventh grade and middle school students versus that of high school 
students. I observed and discussed relationships between student data and that of the 
forms of data collection.  
Conclusion 
 By conducting my methodology in this manner, I was able to collect enough 
viable data to evaluate my program. I performed several qualitative and quantitative data 
collection methods. Furthermore, by maintaining the best practices of data collection and 
respecting my respondents’ privacy and confidentiality throughout, the process was both 
fluid and ethical.  I collected sufficient amounts of data to provide a basis for 
consideration of the educational practices.  Further, I considered the needs for 
modification of the practices, and future development of the practices to formulate 
recommendations for future policy and organizational changes to implement the practices 






In the previous chapter, I discussed data collection and analysis methods. In this 
chapter, I prepared and displayed the data I gathered through various sources. I provided 
meaning discussion based on the statistical and thematic analysis of the data I collected. 
Using the 4Cs As-Is chart, designed by Wagner et al. (2006), I defined the Culver 
Academy framework. I applied the As-Is chart and data collected to recommendations 
that were explored in further sections.  
Findings 
 I utilized several research tools to evaluate the Culver Academy Behavior Plan 
and Rubric. I collected data on four different groups. I conducted surveys on parents of 
students who attended Culver Academy. I surveyed faculty members who implemented 
the Culver Academy and Behavior Plan. I conducted a focus group with teachers who 
taught seventh-grade students. Finally, I conducted interviews with faculty members and 
administrators who created, conducted training, and monitored the new behavior plan and 
rubric. I collected the data and completed my analysis by December 2019.  
Parent Surveys. I designed the parent survey to address several primary and 
secondary exploratory questions. I intended to capture the participation of at least 30 
parents. The participants represented the entire student body. By the end of the data 
collection, I was able to obtain 18 participants. I was able to obtain 66% of my intended 
data collection goal.      
Using question 1 of the parent survey, I asked participants to rate whether the 




strongly agreed (66%), three agreed (16%), two disagreed (11%), and one strongly 
disagreed (5%). 
 
Figure 3. Parent Survey Question 1: Response indicates the rating of their perception of 
the behavior rubric's positive effect on their child's behavior (n = 18) 
Using question 2 of the parent survey, I asked participants to rate whether the 
behavior rubric needed any changes. There were 18 respondents. Out of the 18 responses, 
ten disagreed (55%), six agreed (33%), and two (11%) strongly agreed. 
  
Figure 4. Parent Survey Question 2: Response indicates the rating of their perception of 
the behavior rubric's positive effect on their child's behavior (n = 18) 
Using question 3 of the parent survey, I asked participants to describe what 
worked well in the behavior rubric and program. This question addressed exploratory 
question two. While many did not respond, there were various responses such as: "The 
rubric keeps students on track, shows responsibility, and keeps students on track and 




communication even from the principal and child does not act out and has no use for the 
program."  
Using question 4 of the parent survey, I asked participants to rate their child's 
understanding of the behavior rubric. This question ascertained the overall perception of 
the tool as an understandable guide that students were able to comprehend.  Of the 
responses, 14 agreed (78%), and four strongly agreed (22%). 
 
Figure 5. Parent Survey Question 4: Response indicates the rating of parents' perception 
of the behavior rubric's clarity in terms of their child's ability to understand the behavior 
rubric (n = 18) 
Using question 5 of the parent survey, I asked participants to describe what does 
not work well with the rubric and behavior program. Respondents stated, "students could 
not keep up with the points sheet." One stated, "I believe if a student has a medical 
excuse that absence should not count on the rubric. If he or she is absent for any other 
reason, it should count." Another responded, "That the transfer grades from the old 





Using question 6 of the parent survey, I asked participants to rate the extent of the 
effectiveness of the explanation given about the behavior rubric during orientation. Four 
participants (22%) strongly agreed. The bulk of the participants (67%) agreed. Only (11%) 
of the participants disagreed or strongly disagreed. 
 
Figure 6. Parent Survey Question 6: Response indicates the rating of their perception of 
the behavior rubric's being explained well during the orientation session (n = 18) 
Using question 7 of the parent survey, I asked participants to rate how often they 
received positive communication about their child's progress. Of the participants 
surveyed, 14 stated never (78%), and 3 participants responded 1-3 times (17%). On the 
other hand, only one participant was contacted more than seven times (6%) via positive 
communication.      
        
Figure 7. Parent Survey Question 7: Response indicates the rating of their perception of 




Using question 8 of the parent survey, I asked participants to rate how confident 
they were about their child, making the necessary points to fulfill the behavior rubric. Of 
the participants surveyed, four strongly agreed (22%), 13 agreed (72%). On the other 
hand, one parent survey disagreed (5%).  
      
 Figure 8. Parent Survey Question 8: Response indicates the rating of their perception of 
how confident they were about their child making the necessary points to fulfill the 
behavior rubric (n = 18) 
Using question 9 of the parent survey, I asked participants to rate a noticeable 
change in their child's school performance. There were 18 respondents. Of those 
participants surveyed, one strongly disagreed (5%), and another two disagreed (11%). On 






Figure 9. Parent Survey Question 9: Parent survey asked participants to rate their 
perception of a noticeable change in their child's school performance (n = 18) 
 Using question 10 of the parent survey, I asked participants to describe the 
greatest challenges with the rubric and behavior program. Several parents specified the 
attendance portion of the rubric for the most significant challenges. Several noted that 
students received a penalty for medical and court-related obligations that were not within 
their control. Also, some parents stated that students did not understand the points system 
was challenging and that better communication about the points system would reduce this 
challenge.  
Using question 11 of the parent survey, I asked participants to describe ways to 
improve the program. Parent participants again stated communication as the greatest area 
to improve. Some parents stated the lack of positive communications about their student's 
progress or were unable to have followed up a phone conversation with teachers and 
guidance counselors. On the other hand, one parent noted the difficulty with the school 
time and hoped for change to something more suitable for working parents and working 
students. 
Faculty Surveys. Using question 1 of the faculty survey, I asked participants to 




participants, none selected the response of strongly agreed. Four participants agreed 
(34%). Then 7 participants (58%) disagreed, and 1 participant strongly disagreed (8%). 
 
Figure 10. Faculty Survey Question 1: asked participants to rate their perception of the 
behavior rubrics' effect on their student's positive behavior noticeable change in their 
child's school performance (n = 12) 
Using question 2 of the survey, I asked participants to rate whether the behavior 
rubric needed any revisions. Of the participants surveyed, zero participants (0%) strongly 
agreed, and four agreed (33%). On the other hand, four (33%) disagreed, and four (33%) 
strongly disagreed.  This demonstrated a 66% disagreement rate to this need for revising 








Figure 11. Faculty Survey Question 2: asked participants to rate their perception of the 




 Using question 3 of the survey, I asked participants to rate a seventh-grade 
student's understanding of the behavior rubric. Of the 12 participants, zero participants 
strongly agreed, and five participants agreed (42%). Five participants disagreed (42%), 
and two participants strongly disagreed (17%). 
 
Figure 12. Faculty Survey Question 3: asked participants to rate their perception of the 
seventh-grade students' understanding of the behavior rubric (n = 12) 
Using question 4 of the survey, I asked participants to rate parents' understanding 
of the behavior rubric. Zero participants strongly agreed, and five participants (42%) 
agreed. Five participants (42%) disagreed, and two participants (17%) strongly disagreed.  
 
 
Figure 13. Faculty Survey Question 4 asked participants to rate their perception of the 




Using question 5 of the survey, I asked participants approximately how many 
students received a failing grade in your class last semester. Four participants responded 
less than 5 (33%). Three participants responded that they had 11-15 students who 
received a failing grade. Three participants responded that they had 6-10 students who 
received a failing grade, and two participants (17%) responded that they had more than 
15 students who received a failing grade.   
 
Figure 14. Faculty Survey Question 5: asked participants approximately, how many 
students received a failing grade in your class last semester (n = 12) 
Using question 6 of the survey, I asked participants to rate approximately, how 
many referrals did you write for student behavior last semester? Six participants (50%) 
responded that they wrote more than 15 referrals on student behavior last semester, and 
two participants (17%) responded that they wrote 11-15 referrals on student behavior last 
semester. Two participants (17%) responded that they wrote 6-10 referrals on student 
behavior last semester and two (17%) responded they wrote less than five referrals on 





Figure 15. Faculty Survey Question 6: asked participants approximately, how many 
referrals they wrote for student behavior last semester (n = 12) 
Using question 7 of the survey, I asked participants to rate approximately, how 
many of your students have the necessary points to fulfill the rubric. Two participants 
(17%) responded more than 15 times. Six participants (50%) responded 11-15 times. Two 
participants (17%) responded 6-10, and two (17%) responded less than five times.    
 
Figure 16. Faculty Survey Question 7: asked participants to rate approximately, how 
many of their students have the necessary points to fulfill the rubric (n = 12) 
 
Using question 8 of the survey, I asked participants to rate how many times 
during a school year they attended some kind of professional development sessions to 













five. Three participants (25%) responded 4-5 times, and six (50%) responded 1-3 times 
with four (33%) who responded never. 
 
Figure 17. Faculty Survey Question 8: asked participants to rate how often during a 
school year do you attend professional development assist in the implementation of the 
behavior rubric (n = 12) 
Using question 9 of the survey, I asked participants to rate how often during a 
school year, do you attend professional learning communities (PLCs) to address student 
needs. Three (25%) responded more than five times. Zero responded 4-5 times. Seven 
(58%) responded 1-3 times. Two (17%) responded never.       
 
Figure 18. Faculty Survey Question 9: asked participants to rate how often during a 
school year do you attend professional learning communities (PLCs) to address student 
needs (n = 12) 
Using question 10 of the survey, I asked participants to rate how often during a 




pertaining to the behavior rubric. Three participants (25%) responded more than five 
times. One participant (8%) responded 4-6 times. Five participants (42%) responded 
more 1-3 times, and two (17%) responded never. 
 
Figure 19. Faculty Survey Question 10: asked participants to rate how often during a 
school year would opportunities for professional development be provided on-site 
pertaining to the behavior rubric (n = 12) 
Using question 11 of the survey, I asked participants to rate how well the behavior 
rubric works. Four participants (33%) responded that they strongly disagreed. Eight 
participants (67%) responded that they disagreed. No participants responded that they 
agreed or strongly agreed.  
 
Figure 20. Faculty Survey Question 11: asked participants to rate how well the behavior 
rubric works (n = 12) 
Using question 12 of the survey, I asked participants to rate if the ongoing 




responded that they strongly agreed. Zero participants agreed. Five participants (42%) 
disagreed, and one (8%) participant strongly disagreed. There seemed to be highly mixed 
responses to the perception that the training was helping to overcome implementation 
challenges associated with the rubric with 50% strongly agreeing and 50% disagreeing.  
  
Figure 21. Faculty Survey Question 12: asked participants to rate if the ongoing training 
reduces the challenges of implementing the rubric (n = 12) 
Using question 13 of the survey, I asked participants to rate if the rubric was  
 
incompatible with our students' needs. One participant strongly agreed. Ten respondents 
(83%) agreed. One respondent (8%) disagreed.  
  
 
Figure 22. Faculty Survey Question 13: asked participants to rate if the rubric is 
incompatible with our students' needs (n = 12) 
 




given clear expectations on how to implement the rubric. Of the participants surveyed, 
zero participants strongly agreed, and also zero strongly disagreed. Two participants 
(17%) agreed. Importantly, 10 participants (83%) disagreed. This 83% demonstrates a 
lack of confidence that teachers understood how to implement the rubric and a lack of 
confidence in the clarity of implementation expectations. 
 
Figure 23. Faculty Survey Question 14: asked participants to rate whether teachers are 
given clear expectations on how to implement the rubric (n = 12) 
 
Using question 15, I asked the participants to rate if administrators equitably 
implemented the behavior rubric. Of those surveyed, zero participants strongly agreed, 
and nine agreed (75%). On the other hand, two disagreed (17%), and one participant 






Figure 24. Faculty Survey Question 15: asked participants to rate if administrators 
equitably implement the behavior rubric (n = 12)  
Interviews. I intended to interview those responsible for adopting and 
administering the Culver Academy Behavior Plan and Rubric. I conducted seven 
interviews. Each interview lasted between 20-30 minutes and was twelve questions in 
depth (Appendix B). I recorded each interview and eventually transcribed my findings. 
To display my findings, I found it was necessary to align the responses to each question 
thematically. 
 I conducted each interview to improve my understanding of the adoption and 
administration of the Culver Academy Behavior Plan and Rubric (Appendix E).  In 
addition, I conducted each interview to address several primary and secondary 
exploratory questions surrounding the implementation and expectations of participants.  
 Question 1 referred to how well the behavior rubric worked during the current 
semester and the previous term. The participants included the Culver Academy's 
principal, assistant principal of curriculum, the school psychologist, behavioral specialists 
(3), and social worker. While the assistant principal spoke optimistically, all participants 




Both the school social worker and the behavior specialist believed that the rubric worked 
better with high school students than with middle school students. The behavior specialist 
stated, "They [the middle school students] are not fully developed mentally. While the 
school psychologist felt the rubric worked better for students who had stayed several 
consecutive semesters. The school psychologist stated that engagement was notably 
higher for students who could not leave in previous semesters.  
 Using question 2, I asked participants what was not working well with the 
behavior rubric this school term. Responses to this questioned varied. The assistant 
principal responded that students were still having difficulty understanding the 
consequence of a 0 in any 4A column, especially when it came to attendance. The school 
social worker and psychologist believed that students had the most difficulty scaffolding 
into the new learning environment. The previous statement was unclear. Additionally, all 
behavioral specialists agreed that holding students accountable was what seemed to be 
the most problematic aspect of the rubric.  
Using Question 3 of the survey, I asked participants: What improvement(s) do 
you think are needed to help parents, students, teachers with the new rubric? Several 
participants noted that while many practices were working, others required daily 
enforcement. Behavior specialist C stated that students should be keeping track of their 
progress daily. To him, this process should have been mandatory. He continued to say 
that students were given tracking sheets and should have received the opportunity to 
calculate their rubric daily. 
Using question 4 of the survey, I asked participants are there any professional 




principal and assistant principal both agreed that outside of the school-based support, 
there were no professional development opportunities that aligned with the school-based 
behavior plan and rubric. On the other hand, behavior specialist C believed CHAMPS  
(Conversation, Help, Activity, Movement, Participation, and Success) training does 
provide teachers with strategies on how to support students with classroom management.  
Using question 5 of the administrative interview, I asked participants what role 
teachers should play in implementing the rubric. The principal and assistant principal 
both agreed that teachers should incorporate the 4As into their daily lessons and reinforce 
the rubric as needed. Behavioral specialists stated that teachers should provide time 
throughout the week for students to calculate their rubric points. All participants agreed 
that teachers should encourage and reinforce school and classroom rules and redirect 
students to their expectations. 
Using question 6, I asked participants which practices could be used to reduce 
suspension rates, The principal and assistant principal stated that for faculty members to 
reduce the suspension rates, faculty members should optimize time daily to build 
relationships with students and utilize behavioral supports such as the school 
psychologist, the social worker, and behavioral specialist. To add, behavioral specialist C 
stated, teachers should utilize CHAMPS and positive behavior systems (PBS). 
 On the other hand, the school psychologist and school social worker had a 
different approach. Both stated, teachers and support faculty should encourage positive 
behaviors and relationships outside of the classroom setting. The school social worker 




The social worker stated that by creating a line of communication between the school and 
parents early, students would be more successful with changing behaviors and meeting 
the goals of the behavior rubric. 
Using question 7, I asked participants which elements of the rubric would you 
recommend revision? All participants agreed that the 32 points required for all students 
were too high. All behavioral specialists agreed that academics and attendance should be 
either removed from the process or revamped to address court dates and family 
emergencies. The principal stated that the rubric and behavior plan were too punitive, and 
Culver Academy should have a greater role in producing a rubric that best meets the 
needs of students, families, and faculty.  
Using question 8, I asked participants which behavior(s) create the greatest 
difficulties when implementing the rubric? All participants agreed that the most 
significant difficulty related to implementation was the interventions. The assistant 
principal went on to state that the rate and number of referrals exacerbated these 
interventions. The assistant principal went on to state tracking the interventions was 
challenging.  
Using question 9, I asked participants if any, which additional resources would 
you recommend assisting parents with the behavior rubric? Outside of the initial 
orientation to the Culver Academy Behavior Plan and Rubric, no participant could name 
any outside resources that parents could access that would assist. On the other hand, 
Behavioral Specialist (B) did state Culver Academy was making a conscious effort to 
build an online platform that would allow parents to daily track their student's progress 




Using question 10, I asked participants, which additional resources, if any, would 
you recommend assisting faculty with the behavior rubric? All respondents agreed that 
outside the primary introduction of the Culver Academy Behavior Plan and Rubric during 
preschool, there were no official professional development or professional learning 
communities provided for teachers or faculty. On the other hand, the assistant principal 
suggested that faculty members needed more time to implement and support.  
Using question 11, I asked participants if any, which additional resources would 
you recommend as a means to assist students with the behavior rubric? The principal and 
behavioral specialists all indicated that students would receive tracking sheets that 
allowed them to track their own rubric datum. Also, a behavior specialist (B) indicated 
that she met with all students during lunch bi-monthly. During these meetings, behavior 
specialist B stated she went over each rubric category and provided students with 
opportunities to recoup their lost points or strategies on how to maintain the points they 
have acquired.  
Using question 12, I asked participants what role do you play in implementing the 
rubric? All participants agreed on the following: (1) administrators provide training to all 
faculty, families, and students on the parameters and specifications of the Culver 
Academy Plan and Rubric. (2) The principal and assistant principal calculate points 
quarterly or as needed. Throughout this process, administrators work with students on an 
individual level to support those in the greatest need. (3) The behavioral specialist 
provides strategies and guidance for students that exhibit repeated behaviors that would 




Focus Group. While conducting my focus group, I intended to observe teachers 
who taught middle school students, especially those familiar with the behavior plan and 
rubric, and its administration on seventh-grade students. The focus group included seven 
teachers. Four male and three female teacher participants were present. The teaching 
experience of the participants while working at Culver Academy ranged from one year to 
10 years. The focus group lasted for 30 minutes and involved seven questions. I recorded 
each interview and eventually transcribed my findings. To display my findings, I found it 
was necessary to align thematically the responses to each question. 
The layout of the room for the session included a U-shaped format while I sat in 
the center of the group. Each teacher selected a pseudonym to protect their anonymity. I 
again re-visited the ethical parameters of their previously signed consent forms that this 
process was voluntary and that they may leave anytime. I encouraged participants to 
respond to every question. 
 Using question 1, I asked participants what do you think of the behavior rubric? 
The respondents agreed with the participant B, who stated, "The rubric clearly shows 
where students are, addresses academics and behavior. On the other hand, the participant 
C stated that the rubric lacked comparative data. I requested elaboration, and participant 
D stated that it only provided a "negative numerical evaluation model, and it is not 
focused." 
 Using question 2, I asked participants how the administration could support you 
in the implementation? The most notable response was that the administration should 
make more announcements and clearly explain connections between the rubric and 




acquired. Many believed this was a set up at the highest level of the school district for the 
students and faculty to fail. While probing, this meant to the participants that students and 
teachers at Culver Academy, even with the aid of administration, would not be successful 
in fully implement this plan. 
 Using question 3, I asked participants what do you think is working best about the 
plan and rubric? Teacher E led the response to this question stating that the rubric 
provided students with a framework of what they could and could not do at Culver 
Academy. That teacher also stated that the students who understood the expectations 
were usually more motivated than students who did not. The rubric would allow students 
to keep track of their progress if they were responsible.  
 Using question 4, I asked participants what you think is working the least. All 
seven participants agreed that the zero category in the behavior rubric and not solely 
focusing on behavioral changes worked the least. One teacher stated, "By saying to 
students, if you have all your 32 required points but had missed more than 15 days of 
school, you must stay an extra semester.” Another added, “why is attendance being used 
to measure behavior?” Also, three out of seven teachers specifically mentioned that the 
Marzano model did not align with the needs of the behavior rubric. Teacher D included 
the idea of tying grades to behavior not being ethical. All supported the notion. 
 Using question 5 of the focus group, I asked what the greatest challenges with the 
behavior rubric are? Four out of the seven participants stated that seventh-grade students 
had yet to fully develop frontal lobes that would help them make the right decisions. 
Probing more, teacher G felt hormones and impulsivity among middle school age 




 Using question 6, I asked participants how to implement the plan in their 
classroom? All teacher participants provided a method of implementation. Three out of 
the seven teachers conducted daily data chats about where students were in the rubric and 
their understanding of what it took to become successful. In addition, each of the teachers 
reviewed the points sheets for the students who were confused or needed additional 
support. Two of the seven teachers conduct data chats or reference the behavior rubric 
when students are making questionable or poor behavior choices. These teachers stated 
that they specifically referenced the 4As and the possible implications of referrals on 
their points sheet. On the other hand, one teacher stated there is not enough time in the 
class period to adequately "push, push" the rubric. 
 Using question 7, I asked participants how you would improve the rubric? Several 
responses were full consensus. All participants agreed that there should be a separate, 
more attainable rubric for students with disabilities. Three participants stated that students 
with disabilities should be on a scaffolded scale from the 32-point transition requirement. 
One teacher added that differentiated accommodations should require more support 
around training and compliance of services and accommodations. Also, all teachers felt 
that the maturity level of age groups should be a consideration in determining the 
measurement of scaffolding. Teacher G stated, "There's your differentiation; they’re your 
accommodation. They’re your modification.  We've been taught, what we're supposed to 
be exhibiting, and we don't."  
Another area for consensus for the focus group was to remove the zero exception 
on behavior and focus on changing behaviors. Teacher H stated, "The other 




getting rid of the attendance requirement completely. Because again, if this is supposed to 
be a behavioral rubric, then let's focus on behavior.” This entire group agreed that the 
original focus of the rubric was behavior and should focus solely on behavior and 
behavioral interventions.  
Observations. After reviewing the parent survey data, several themes stood out. 
Over 60% of the parents surveyed did have a favorable view of the behavior plan and 
rubric. Half of the parents surveyed agreed that the rubric was working well and had a 
positive effect on their student's behavior and achievement in several areas.  
 On the other hand, I identified two areas of concern. A large area of concern 
surrounded the communication Culver Academy faculty and administrators provided to 
parents and students. Several parents noted that neither they nor their students completely 
understood the rubric system. Furthermore, notification to parents about positive results 
at the same rate they notified about behavioral infractions was inconsistent. I deduced 
from this argument that parents would like to hear more from school faculty members 
about the positive behaviors of their students.  
 Another area of concern surrounding the results of the parent survey was 
regarding the attendance portion of the behavior plan and rubric. Survey data suggested 
the attendance policy did not consider mandatory engagements such as court dates, 
doctor's appointments, and visits from probation officers. One parent indicated that 
students received a penalty for missing school because of events outside of their control. 
Like the parent survey data, the faculty survey data presented some themes, but 
the data appeared mixed. Seventy-five percent of the faculty members who responded to 




positive effect on student behavior. However, there were mixed results on whether the 
behavior plan and rubric required any revision. Inconclusive data surrounded parent and 
student understanding of the rubric. For most questions, there were split results as to how 
both stakeholder groups understood the rubric.  
The connection between referrals and failure rates was more succinct, with results 
coinciding with one another. Respondents had almost identical results for the number of 
referrals written to the number of students that were failing the semester during which I 
conducted the survey. Both results could predict the results of the number of students that 
had the necessary points to fulfill the rubric requirements, which was a small number.  
A common theme surrounded the lack of training and professional learning 
communities for faculty. Most respondents felt that professional development and 
professional learning communities were important but were not in high attendance or 
readily offered. The data suggested strengthening the rubric and behavior plan with more 
training. On the other hand, most suggested that the administration supported their efforts 
of implementation.  
Of the stakeholder groups, the administrative team presented with the most 
thematic responses and the least amount of deviation during the individual interviews. 
Those who participated in the administrative interview agreed that the behavior plan and 
rubric worked well but better for various populations. All participants agreed that there 
was a lack of professional development and support for the faculty. The participants also 
agreed that the points system was too punitive and did not help all students. 
 The commonality among this group was likely due to their daily data meetings. 




behavior, suspensions, and faculty issues. They devised plans of action for the next day 
before departure. 
Several themes were notable with data collected from the focus group 
participants. The respondents agreed that the goal of the behavior plan and rubric were 
transparent and addressed in many areas for students and allowed students to track their 
performance. On the other hand, most participants also agreed that there was nothing to 
compare the rubric to regarding data. The focus group members did agree that 
administrators supported their efforts, but that the points system was not conducive for 
our middle school population.  
 The most notable theme focused on implementation. While there was a variance 
of implementation by the participants, implementation was regular. Each teacher 
conducted a form of progress monitoring, which was to connote buy-in. Faculty members 
were willing to try without much guidance. 
Organizational Change 
 All data collected from my stakeholder groups provided this study with a 
framework for improving the Culver Academy Behavior Plan and Rubric. Student 
success was the goal, along with reducing the number of seventh-grade students at Culver 
Academy and building replicating processes at similar school sites. I recognized that the 
behavior plan and rubric, while widely accepted by stakeholder groups, had not been 
successful for all students. There were several portions of the rubric that were difficult to 
understand. Besides, the data presented several areas of limitation, including a lack of 
student input, input from others, and input from other programs. Many parents and 




that may or may not be representative of those who knew the most about the Culver 
Behavior Plan and Rubric. While ominous and unitary, if Culver Academy faculty 
members could use the findings of this evaluation to produce processes and interventions 
for replication at similar programs and traditional settings, the recidivism and retention of 
alternative education students can be reduced.  
In order to fully appreciate those areas of limitation, I analyzed the organization in 
a changed context. Wagner et al. (2006) designed the 4 Cs, which include an 
organization's culture, context, competencies, and conditions. They designed this 
framework for leaders to capture a baseline of where an organization falls within each 
category. As-Is chart as designed by Wagner et al. (2006) was the current reality of an 
organization (p. 115). The As-Is chart and data presented several opportunities for 
organizational changes (see Appendix E).  
I selected the areas addressed within the As-Is Chart based on the definition of 
each area and the observations as a school leader and practitioner. Wagner et al. (2006) 
said, "the arenas of change should create a holistic picture of your current organization" 
(p. 97). The goal of my 4 Cs was to develop an image of a school organization that was 
unique.  
Context. The context of Culver Academy aided the educational learning 
environment. Wagner et al. (2006) refer to "the larger organizational systems within 
which we work and their demands and expectations, formal and informal" (p 104). The 
primary population at Culver Academy and especially the students in the seventh grade, 
was in the lower 35th quadrantile. Students in the at-risk category met the following 




Section 504 plans.  They also fall in Level 1 and 2 in reading and mathematics 
achievement levels on state and district assessments. Ninety-three percent of students at 
Culver Academy were within the lower 35th quadrantile or fell within early warning signs 
(EWS) for either academics or behavioral issues.  
Another contextual demand concerns the structure of secondary education in the 
MCSD. Culver Academy was the only secondary behavioral alternative school in the 
entire school district. When students from grades 6-12 committed a behavioral offense 
that principals and area superintendents deemed necessary for reassignment, that student 
entered Culver Academy for no less than one semester. This process was problematic for 
several reasons when multiple students involved in the same incident were removed from 
one school only to arrive at the same alternative school. Same school reassignment limits 
schedules and interventions that separated students with conflicts. This process did not 
provide parents with much mitigation or a variety of choices.  
Another broader educational context concerns a high student population but low 
transition rates. At the beginning of the fiscal year 2017-18 and onset of the first 
semester, there were 89 seventh-grade students. At the end of the semester, of the 89 
seventh-grade students from 2017-2018, only 17 or 19% acquired enough points return to 
their zoned schools. Unfortunately, at the beginning of the fiscal year 2018-2019, there 
were 119 seventh grade students: an increase of 25%. If students in middle school 
classes, especially those taking seventh-grade courses, were not successful with the 





Culture. The Culver Academy faculty had several shared cultural values.  
Wagner et al. (2006) defines culture as "shared values, beliefs, assumptions, expectations, 
and behaviors related to students and learning, teachers and teaching, instructional 
leadership, and the quality of relationships within and beyond the school" (p. 102). The 
faculty suffers from low community involvement. There is no built-in community 
connection because students come to Culver Academy from all other secondary schools 
for reassignment. There were no booster clubs, community partnerships with local 
recreational centers, or community partners that visit the school consistently.  
While there existed a School Advisory Council (SAC), rarely did this committee 
involved meetings throughout the school year or influence school policy. Furthermore, 
limited community partnerships rarely support activities or solicit involvement on 
campus throughout the year. The Culver Academy faculty and student body had the 
reputation of being the sole school for students reassigned for their behavior. With a 
culture of weak community relations, Culver Academy faculty could not solicit buy-in 
from the broader educational environment. District coaches, of all subject areas, visit the 
school less than three times a year.  
Culver Academy had a culture of poor student attendance. The average daily 
attendance fell between 65 to 85%. On the other hand, the average attendance of all other 
schools in the MCSD is 93 percent or higher. Poor attendance was exceptionally 
problematic.  For example, students who missed more than 15 days of school would be 
automatically re-enrolled for the following semester due to a zero in the attendance 




highest deficits in learning and achievement scores. Students with glaring absences had a 
higher fail and recidivism rate.  
Lastly, the Culver Academy faculty and student body manifest a culture for low 
student expectations. Most of the students reassigned fell in the early warning system 
(EWS) for behavior, low test scores, accommodations, and poor attendance. Besides, 
many students had high recidivism rates with a crime outside of the school. Therefore, 
many school leaders and families saw the school as a holding ground and not a place for 
students to recover and improve on the deficit that aided them on entering Culver 
Academy.  
Conditions. Wagner et al. (2006) define conditions as “the external architecture 
surrounding student learning, the tangible arrangements of time, space and resources” (p. 
101).  One of the conditions of Culver Academy was the alternative educational setting. 
Alternative school settings for behavior can result in locked-in environments or 
marginalized movement environments. Unlike a more traditional setting where students 
can move freely throughout the campus, locked-in environments always require all exit 
and interior doors locked. Also, the student movement requires escorts and guidance. 
Alternative school settings have a prescribed focus, such as religious, technical, and 
magnet schools. Therefore, these programs offered a limited number of classes and 
electives.  
Another condition of Culver Academy was a restricted schedule. As the only 
alternative school for reassigned students for grades 6 through 12, Culver Academy was 
operational for several reasons such as busing, faculty contracts, and other operational 




teaching faculty was contracted from 8:50 a.m. – 4:20 p.m. Office staff hours of 
operation were from 9:00 a.m. – 4:30 p.m. Therefore, scheduling presented a problem, 
especially for alternate bell schedules, parent conferences, faculty, and committee 
meetings. 
 Bus transportation and time restriction presented various obstacles. Because 
Culver Academy services students for the entire MCSD, buses were often late dropping 
off students and picking up students. The average travel time for students ranged from 20 
minutes to an hour and a half. Many students entered the school tired and disoriented. 
Because many students lived so far away, pre-school or after school tutoring was 
challenging to arrange. 
 The end-of-course and state assessment testing calendar was unique at Culver 
Academy. While other district middle schools have a middle school testing calendar only 
and other district high schools have a high school testing calendar only, Culver Academy 
faculty administers both.  They administer the middle school and high school end-of-the 
course and state assessments at the same time, which limits all available resources. One 
group would test upstairs; another group would test downstairs. State assessments 
interrupt instruction during its duration.  The testing calendar begins in October and ends 
in May. During the April and May months, Culver Academy faculty members administer 
a test every day.  
 A final condition at Culver Academy involves scheduling. While Culver 
Academy is an alternative school, there are only 32 teachers, 50 available courses, but 
only 21 available courses for seventh-grade students. There are no advanced, 




(AP) courses. Therefore, when students took the courses at their old school and received 
an assignment at Culver, their schedules were extremely altered to meet the demands of 
schools. Electives often do not match the courses students took at their previous. These 
limitations on scheduling significantly affect the size of classrooms and the ability of 
school administrators to separate students in conflict with one another.  
Competencies. Several competencies were related to my study. Wagner et al. 
(2006) defined competencies “as the repertoire of skills and knowledge that influences 
student learning” (99). Culver Academy administrators lack a disciplined structure and 
focus on academic support. While the behavior plan and rubric focused on the number of 
suspensions, referrals, and academics, the plan for achieving success in either category 
was no different from any other school in the MCSD. No competency strategy 
specifically addressed a different outcome for academics or behavioral support. Due to 
the school hours and transportation issues, students at Culver Academy received less 
support than is offered at other schools in the district. 
Culver Academy administrators lacked restorative justice practices or policies to 
re-engage the student population. When students committed behavior infractions, they 
will most likely be removed from the classroom setting and placed in an alternative 
setting. There was no plan to restore and correct the student’s behavior before their return 
to the classroom setting. Because of the void of plan often results in the student 
committing the same offense times.  
Several unanswered questions were surrounding my program. With the restraints 




students and the behavior rubric? The adoption of the behavior plan and rubric and later 
time of operating hours occurred simultaneously.  
 Does the existing structure of MCSD yield the same results of Culver Academy 
seventh-grade students, or are the problems isolated to this school site? Although Culver 
Academy is a secondary school, there are over twenty other secondary schools in the 
district that have seventh-grade students. Would the issues related to Culver be a 
microcosm of a more significant problem or isolated to just this site? 
I took several action steps regarding my As-Is analysis. I will focus on the areas 
that could produce change. I would focus on the areas that hinder student success and 
operational sustainability. I will advise achievable recommendations that would improve 
the “4Cs” and define how each area of change would be affected.  
I collaborated with community members in collecting and analyzing information 
pertinent to the change plan. I would send out a preliminary breakdown of demographic 
data as it pertains to student achievement outcomes. Like the school improvement plan, I 
organized with SAC members to address the concerns the stakeholder groups have with 
the current behavior plan and rubric. I will present my findings and recommendations on 
the plan moving forward.  
I reviewed current district policy and objectives, meet with district supervisors 
and solicit support from stakeholders such as parents, school administrators, and 
scholarly journals that can produce the information necessary to engage the new plan. 





The findings, via the data collection, elucidated how stakeholders viewed the 
current behavior plan and rubric. The most surprising revelations were that all 
stakeholder groups homed in on the attendance policy and communication of expectation 
but not suspension and discipline. The overall reaction from the data was positive and 
hopeful. Several portions of the program appeared to be working, while other portions of 
the program needed slight or marginal revision. Parents reported a noticeable change in 
student behavior. All stakeholder groups disliked the attendance policy. Parents actively 
bought into the program and reported positive results in their student’s behavior without 
much feedback from the faculty. Additionally, teachers were actively trying to implement 
and hold students accountable via the behavior plan and rubric with much guidance. It 
was not surprising that many faculty members stated that the program was not working 
well because many students did not leave or received retention at Culver. 
The most surprising and most significant result was the passion and hopefulness 
of all the participants. While many of the students successfully completed the program at 
Culver, the program administrators failed to settle the organization among the 
stakeholders. The parents surveyed reported that the program did build a system of 
accountability for their students. Teachers in the focus group and faculty members 
surveyed did respond positively to the framework of the rubric. Both stakeholder groups 
of parents and school faculty believed that providing students with guidance on standards 
and measurement was a positive change to the students’ previous arrangement.  
With a comprehensive description of the data collection, I presented the results 




parent surveys indicated a positive relationship with school faculty and behavior plans 
results. A real understanding of the rubric system may have proved beneficial in why 
many responded to the survey. Furthermore, many of the parent survey questions were 
qualitative and quantitative. While some responses were rated and scored, other 
responses allowed the participants the opportunity to answer and elucidate answers. The 
results of the survey might have been different if all responses required an extended 
response. For instance, not all extended response questions received responses from the 
parent. Many parents only answered questions that could be rated. Time may have been a 
factor in why parents did not fully complete many of the survey items. 
The results and participation of the faculty survey added to the quality of the 
responses. Each survey question was rated and did not allow for any extended responses. 
Like the parent survey, many faculty members did not fully complete the survey. While 
time may have been a factor for the parent survey, faculty members may have had other 
reasons for not completing the surveys. For example, the experience of the faculty and 
the exposure they have to the behavior rubric may have created deference in responses. 
Finally, both parent and faculty surveys were brief. I did not want to repeat any items and 
attempted to create short surveys that participants could complete in less than twenty 
minutes.  
I selected all seventh-grade teachers for the focus group because of their 
connection to the rubric in their classrooms. Those participants within the focus group 
and interviewed participants were fully engaged and excited to respond to questions 




The administrative interviews, while informative, provided the least data per 
participant. The results may be due to the administrative team meeting several times 
throughout the month and discussing many topics outlined in the questionnaire. The 
administrative interviews were a collection of interviews that were all extended 
responses, isolated and organized by the participants. Each participant requested to 
receive the questions in advance. Like the focus group, each participant interviewed was 
fully engaged and answered each question. There was minimal variability between 
respondents.  
 Another substantial finding from the parent responses regarded the belief that 
their students understood the behavior plan and rubric. Parents also responded in the 
affirmative on how well the behavior plan and rubric was explained initially during 
orientation. This finding elucidated how much buy-in the program is achieving from the 
students. I will explore and use this finding in later sections.  
 Another important finding involved positive communication or the lack thereof 
from the teachers and other faculty members. Parents responded that they, rarely if ever, 
received correspondence about the positive attributes of their students. This finding 
would also coincide with the data that parents were hopeful for their student’s turnaround 
gains and that, by the end of the semester, they would have enough points to leave Culver 
Academy. The untapped positivity of the parents for their student’s success will be 
another area of focus for future sections. 
The final substantive finding from parents did not involve academics or behavior 
but the attendance policy. Parents felt the students should not have received a penalty for 




appointments, and meetings with their probation officers. This finding became a theme 
for other stakeholders as well and expounded upon in the future. 
The faculty survey had multiple notable findings. Most of those participants 
agreed that the behavior plan and rubric was not working well based on their perception 
of the extent of student behavior change they observed. However, only half of those 
surveyed believed the rubric needed any revisions. This would correspond with most 
participants stating that they wrote more than 15 referrals in the previous semester; 
however, at the same time, they responded unfavorably to the statement that the rubric 
was meeting the needs of students. Unlike the parent survey, the faculty survey did not 
ask participants for any specificity about what was not working well. 
Another finding from the survey questioned the parents' and students' level of 
comprehension about the behavior plan. Most of the faculty surveyed believed the 
parents had a moderate level of understanding of the rubric.  However, they perceived 
that the students had a poor understanding of the behavior plan and rubric. This finding 
would correspond to faculty members responding that they saw limitations in the amount 
of training and professional development focused on rubric communication to students 
and parents. I elaborated on this finding in the next sections of this research study 
document.  
The focus group data presented meaningful findings. One of the most significant 
findings was regarding the faculty’s perception of the effectiveness of the behavior plan. 
While the consensus was positive, many noted that the behavior rubric was too punitive 
regarding attendance. The zero category within the behavior rubric for attendance stated 




would require students staying another semester. These actions were unrealistic and not 
congruent with the rubric that emphasized behavior. 
Another notable finding was the full consensus of the implementation of the 
behavior plan and rubric. Most of the teachers in the focus group had a plan for 
implementation and monitoring for all students. While some teachers practice 
implementation daily, other teachers used redirection as a method of implementation.  
Finally, the most striking difference between the focus group analysis and the 
other stakeholders was the inclusion of age and maturity and the results of the behavior 
rubric. Many implied that hormones and biology correlated with whether students 
achieved success with the rubric, which led to the larger conversation of scoring 
scaffolding. The focus group agreed that students of different grade levels, ages, and 
abilities should receive scoring on a varied scale. The expectations for high school 
students should not be the same for middle school students.  
 Lastly, the administrative interviews answered several exploratory questions. 
Unlike the other stakeholders, the data collected within the interviews had minimal 
variance or deviation. Most participants agreed with one another: one notable finding 
involved professional development and training. Outside of the initial training on the 
behavior plan and rubric, only one participant out of seven could site any opportunities 
for professional practices that would aid parents and faculty members in their 
understanding and implementation of the plan.  
Another finding was the surrounding interventions. The administrative interviews 
revealed that participants could not adequately address the amounts of referrals needed to 




than 15 referrals a semester. Also stressed was the difficulty provided and monitoring 
interventions per infraction. 
The data collected provided mixed results in some areas and positive results in 
others. P groups agreed that the new behavior plan and rubric did result in a noticeable 
change in many of the students’ behavior at Culver Academy. In contrast, the focus group 
and faculty felt the behavior and rubric were not garnering enough positive results.  This 
difference in responses was because of the lack of communication. 
 An area of positivity was the notion that most faculty participants and 
administrative members understood their role in the implementation of the behavior plan 
and rubric. Those in the focus group all presented with similar ideas of implementation 
and consistently engaged students in the process. Behavioral specialists on the 
administrative team also implemented plans of engaging the rubric weekly and as a 
means of intervention. On the other hand, there was no uniform standard or data-driven 
best practice for the implementation and monitoring of the rubric.  
 The results prompted negative responses regarding the relationships between 
stakeholders and the perception of the roles of support among them.  The perception was 
because there was a lack of understanding of the roles of stakeholders and opportunities 
for groups to collectively provide experience and feedback about the behavior plan and 
rubric.  
Judgments 
In order to analyze this evaluation, I collected data on stakeholders with four 
primary exploratory questions and two secondary exploratory questions. The data 




similar conclusions about the Culver Academy and Behavior Plan and Rubric. The 
primary exploratory questions included: (a) What do the stakeholders report is working 
well with the seventh-grade behavior rubric?, (b) What do the stakeholders report is not 
working well with the seventh-grade behavior rubric?, (c) What do the stakeholders with 
the seventh- grade behavior rubric report as the most significant challenges in the 
program?, 4) What do the stakeholders in the with the seventh-grade behavior rubric 
report as ways to improve the program? The secondary questions were (a) According to 
the perception of teachers, what is the role of administrators in implementing the rubric?, 
and (b) According to the perception of administrators, what is the role of teachers in 
implementing the rubric? 
 The parent participant responses varied and provided important feedback in 
assessing the program. As a tool, the parent surveys were both qualitative and 
quantitative; therefore, the depth of the responses would be different from the other 
stakeholders. One of the most significant findings was that the positive reaction parents 
had about the behavior plan and rubric. Of the responses, most of the parents responded 
favorably on the effect the behavior rubric had on their student’s behavior. This response 
codified that only half of the parents responded that the rubric needed any changes. This 
finding establishes parents have bought into the idea of tracking student behavior, 
attendance, accountability, and academics on their student, which is the goal of the 
Culver Academy. 
Several areas of concern would require multiple organizational changes at the 
school site level and others at the school district level. The Culver Academy 




the rubric, address the deficits in training and professional development surrounding the 
behavior plan and rubric and address the tabulation of points around attendance and 
grades.  
  Working to build better community relations will only further the goals of not 
only improving the behavior plan and rubric but also in changing the culture of the 
school. Parents and community partnerships must be optimized. Daresh and Lynch 
(2010) emphasized that “a big part of a school’s success comes from the parental support 
of the work” (p. 77).  Based on the findings, parental support is there, but the 
communication between faculty and parents is not. There should be opportunities for 
community partners to meet, share ideas, and provide feedback.  
Another area of change would regard increasing opportunities for professional 
development, training, and possible professional learning communities. Every 
stakeholder group agreed that opportunities for training and learning were not readily 
available. The opportunities to expand professional development could reflect on need 
analyses and a determination of the practices that have supported students the most 
effectively. These practices could include interventions to trauma, effective 
communication, and re-entry back into the learning environment. These ideas could be 
shared and developed at Culver Academy without unnecessary additional costs. The 
uniqueness of the Culver Academy faculty and student body needs should reflect on the 
professional development and training opportunities. 
Recommendations 
The findings throughout the evaluation elucidated several points and brought 




stakeholder groups provided key details and insights concerning how the behavior plan 
rubric on the use and understanding throughout the organization. The findings showed 
that key stakeholders demonstrate buy-in and a willingness to try new approaches to 
instructional design, such as departmentalization. On the other hand, the results showed 
several gaps in training and understanding and the ability to support all students within 
the current framework. Administrators at Culver Academy should develop a method for 
providing on-going training and facilitation for faculty, students, and parents. 
Communication must reach all parties involved in the implementation and success of the 
program. In future sections, I will discuss the production of this process.  
While some students were successful, others have yet to meet the needs of the 
rubric. The results showed that the implementation of the Culver Academy Behavior Plan 
and Rubric failed to apply enough support for teachers, families, and administrators. The 
MCSD school board members provided a framework but not enough support for effective 
execution. The behavior plan and rubric should be revisited and possibly revamped in the 
areas that were most notable based on the data.         
Giving students points at the beginning at Culver and deducting points from 
students when they violate rules requires revision.  This process would include elucidated 
policies surrounding attendance and behavior. Every stakeholder group overwhelmingly 
agreed that the excused absences should not count against a student’s rubric points. 
Students should receive an opportunity to provide documentation similar to existing 




Conclusion                                                                                                                                                                                                                                                                                                                                                                            
 Buy-in and optimization of stakeholders’ expertise are meaningful ways to 
increase student learning and achievement. Creative and data-driven professional 
development would lead to gains in student learning and provide additional efficacy to a 
new and more improved behavior plan and rubric. Selecting these areas of change to 
focus on measures that require addressing at the school level is essential. Other 
recommendations or considerations that would have a large effect on student learning, 
such hours of operation and transportation, are decisions that would involve area 
superintendents and would require school board members’ support. Furthermore, these 
areas would require the least amount of outside resources. By addressing these areas in-
house, the opportunity to build capacity for change, especially in the area of culture and 





CHAPTER FIVE  
TO-BE Framework 
In Chapter Four, I provided recommendations for change.  In Chapter Five, I 
provide a review of literature related to the change. I share how I envision what the 
change would look like if the school district administrative staff were to implement the 
change. I detail the strategies and actions of the plan in six areas: (a) program re-
alignment, (b) faculty literacy, (c) student promotion, (d) professional development 
opportunities, (e) student and family literacy, and (f) family support.    
Review of Literature Related to Change 
Because of the data collection, several elements require policy revision to this 
program that would create a plan for change. This plan would include detailed steps that 
would involve various stakeholders. Parents, faculty members, and administrators are 
open to change and would be willing to invest in changes that would increase the success 
of the program. The research collected will develop a better understanding of ways to 
move the program into a more equitable atmosphere for all students.  
Previously, I noted the As-Is chart that described and outlined areas within my 
organization. This chapter will address the To-Be chart (Appendix F). Wagner (2006) 
defines the “To-Be as a systemic and dynamic vision of the future to which aspire” (p. 
119). This movement from As-Is to To-Be will be developed and explored in this section.  
The Culver Academy Behavior Plan and Rubric program has not been the most 
successful at engaging and supporting seventh-grade students, a larger education 
community, and faculty at Culver Academy. Culver Academy is the only school in the 




encourage a focus on areas that demonstrated the most need within my data findings. 
Sited several times, stakeholders expressed a lack of positive communication among 
faculty members and parents, overly punitive rubric, and a lack of understanding of how 
the rubric worked. While these areas are the most frequently discussed in my data 
collection, forming overall themes, they are also very interconnected.  
The stakeholders placed a great emphasis on the attendance policy and how it negatively 
affected a student’s ability to gain the necessary points in that specific category of the 
rubric. Onder (2017) recognized chronic absenteeism, regardless of the cause, as a 
leading indicator for problems limiting education, and London, Sanchez, and Castrechini 
(2016) showed “absenteeism is an indicator for high school dropout rates and 
achievement over time” (p. 7).  The Culver Academy stakeholders’ concern extends 
beyond current practices of absenteeism.  Because the policy established by MCSD 
mandated an absence, whether excused or unexcused, students with excused absences 
received a penalty for matters beyond their control.  However, the state statute specifies 
that superintendents and school principals can determine parameters regarding excused 
and unexcused absences.  
States already hav a public policy that addresses chronic absenteeism. Thus, 
treating chronic absenteeism as a discipline issue and considered a legal one is a double 
jeopardy situation for students. All stakeholders seem to agree that students should not 
receive a penalty for illnesses, court subpoenas, or other mandatory off-campus 
engagements. 
A large portion of a student’s or a school’s success depends on the ability of 




Culver Academy administrators hold family night events twice a year, and orientations 
upon student enrollment. Johnson, Pugach, and Hawkins (2004) stated that “Families 
sometimes have substantial logistical problems in trying to arrange for transportation, 
babysitting, or time away from work to attend conferences or meetings within the 
schools” (p. 7). Research states that school administrators should do more. Dove, 
Zorotovich, and Gregg (2018) demonstrated that to support family engagement, “schools 
need to look beyond school-focused events and parent-teacher conferences to increasing 
families’ feelings of connectedness to the school community” (p. 55). Therefore, to build 
community relations, the Culver Academy Faculty members must be creative in drawing 
in and maintaining parental and community support avenues and higher levels of parent 
involvement.  
Parents and families do not have to be present at the Culver Academy in order to 
support the organization or receive effective communications. To effectively 
communicate with parents, Culver Academy faculty members should address the barriers 
before addressing change. Effective communication should begin with Faculty members 
making initial calls or emails to parents to welcome them or solicit support post 
orientation. For parents without access to technology or who are technologically novices, 
welcome letters should be mailed or sent home via the student. The teacher and parent 
should confirm some form of communication before the end of the first grading period. 
This process should be on-going and consistent, whether parents respond or not.  
To improve professional practices, school officials should establish plans for 
effective communication with parents and the school community; namely, administrators 




development options. According to Dipaola and Hoy (2014), professional development 
must be on-going, provide feedback, and designed to address problems. Professional 
development is not a one-day training. 
Envisioning the Success TO-BE 
The process of analyzing and synthesizing the current organization of Culver 
Academy and the Behavior Plan and Rubric has elucidated several areas of change that 
would greatly improve the student accountability system and professional practices, 
especially within the seventh-grade cohort. Any changes would need to thwart the 
elements of the program that cause the greatest resistance to its success. The optimal goal 
would be to create a learning environment that focused more on mediation, interventions, 
and collaboration, and less on retainment and punishment. The data collection efforts and 
evidence gathered in the literature review would require optimization, and it would make 
this goal a reality. 
Context. In the organizational context of change, it would be necessary to address 
several areas. The context area of change would be to lower the student population to 
teacher ratio, especially within the seventh-grade cohort. More middle school students are 
enrolling at Culver Academy than meeting the goals of the behavior plan and rubric. 
With a limited number of faculty members, operational space, and classrooms, an 
increase of more middle school students will create an overwhelming learning 
environment. A goal to reduce these numbers by duplicating strategies and best practices 
that appear to be useful for other grade levels is necessary. The use of duplicating 
strategies and best practices could be accomplished with creative scheduling, better 




plan and rubric. To create diverse schedules, school administrators would need to alter 
the master schedule. All learning settings could benefit from creating diverse schedules. 
 The previous goal coincides with the area of change of students transitioning 
back to their zoned schools. Finding a positive solution to migrate students back to their 
zoned school while matriculating is the goal. This would result in students not just 
making the points necessary to leave Culver Academy, but students meeting achievement 
goals necessary to be promoted to higher grade levels.  To accomplish this, we must 
improve instructional strategies that target the deficits that affect most of the students, 
especially the seventh-grade students, that cause retention. These strategies would include 
opportunities for tutoring, innovative scheduling, and reading programs that all could be 
accessed in-school and at home.  
Culture. While reviewing cultural areas of change, I found that there is a myriad 
of areas within the culture of the organization. An ideal cultural shift would be a school 
with high therapeutic community relations. This process would include opening the 
school several times throughout the month for family night and community events, 
webinars, and satellite meetings. These events would be designed for parents to meet 
with teachers regarding their student’s academic and behavioral performance. More 
broadly, these opportunities would create lines of communication between all 
stakeholders. 
Another ideal culture shift would involve high student accountability. While one 
of the 4(A)s of the Culver Academy Behavior Plan and Rubric involves and stresses 
accountability, minimal action takes place to ensure that students receive support to a 




education is the responsibility of the Culver Academy faculty, the shift in student 
behavior remain untapped on the individual students.  
A culture of vast professional development would be essential to the Culver 
Academy organization. There are few opportunities for professional development as it 
pertains to interventions and strategies for implementing and monitoring the behavior 
plan and rubric.  
Conditions. Administrators and faculty members must alter the conditions of 
Culver Academy that have yet to produce a positive learning and behavioral adjustment 
environment for seventh-grade students, other student cohorts, and their families. These 
conditional changes, while primarily addressing students in the seventh-grade cohort, 
could be applied to all grade levels. One of the conditions that created barriers for student 
success was the lack of variability and limitations within student scheduling. To best 
meet the needs of the students, a more flexible, tailored schedule would be necessary. 
This process would require administrators to create a master schedule where a teacher 
course load involves no less than two preparatory courses in their certified field. 
Variations in scheduling should include common instructional planning times.   
In order to improve student achievement, outcome conditions, an extended 
learning program, requires factoring into the Culver Academy operational hours. The 
operational hours at Culver Academy are unlikely to change for the upcoming school 
term. Therefore, creating a process to integrate an extended learning program within the 
hours would be paramount. This process would include allowing faculty to offer an 
extended learning program from 8:00 a.m. to 8:50 a.m. Monday through Friday. The 




For students that were unable to participate in the extended learning program, other 
opportunities will apply for them during lunch hours. By offering students more 
instructional support, the new addition to the behavior plan rubric could require staff to 
reallocate points lost in the 4(A) academic category of the rubric. 
Competencies. Faculty members at Culver Academy require additional 
competencies than those faculty members at a traditional school setting. The skills 
required to teach multiple subjects and grade levels at the same time, while managing the 
accommodations of exceptional learners, limited language learners, and students with 504 
plans are not specialties that are required of all teachers.  Professionals at Culver 
Academy are required to monitor behaviors. Developing the skill to track interventions to 
improve student behavior adequately is a skill not many in my organization possess.  
Competencies that would engage a change in the Culver Academy organization 
would be an improved intervention tracking system for faculty and students. The process 
is teachers writing referrals, behavioral specialists processing the referrals, and students 
receiving punishment. Some interventions curve students’ behavior and while other 
interventions are less effective 
In order to improve this competency, I would assign the behavioral specialist 
team to monitor and track the frequency of behaviors, precipitating events, and 
interventions put in place by grade level, gender, and age. Once calculated, the 
administrator will present this data during child study team meetings and monthly faculty 
meetings. Teachers would receive input on students with the most disruptive or frequent 
behaviors and align them with interventions. This onset product would create a 




In addition to an intervention tracking system, applying a wealth of interventions 
would encourage the change needed for stakeholders. In my previous review of the 
literature, several forms of interventions provided marginal changes. At Culver Academy, 
the administrators also provided many of these interventions. The time required to 
implement them is limited. To improve the level of interventions for faculty members, I 
would send a behavioral specialist to statewide training. Upon their return, I would assign 
each behavioral specialist to a different grade level cohort. Each grade level cohort would 
assemble monthly into professional learning communities and discuss the use of the new 
interventions throughout Culver Academy.  
Conclusion 
The To-Be was an idealistic view on how I would design my organization based 
on the research conducted, data analyzed, and the reality of Culver Academy. In order to 
drive organizational change within the organizational framework, I have analyzed data 
and researched to address better the context, culture, conditions, and competencies. I 
recognize that the movement from the As-Is to the To-Be will require immense 
organizational change. The To-Be has provided a framework of future steps and 
considerations for the success of the Culver Academy Behavior Plan and Rubric. In the 
following chapter, I will expound on the areas of change, goals, and action steps to aid in 





Strategies and Actions 
Organizational change can be a lengthy and taxing process when the framework 
for change is unrealistic. Wagner et al. (2006) displayed ways to design the framework 
for moving an organization from an As-Is environment to an ideal To-Be environment. In 
order to move Culver Academy into an organization that resembles the To-Be, a plethora 
of strategies and action steps must take place. This section will explore several previously 
discussed actions for areas of focus (Appendix G).  On the other hand, many areas will be 
bifurcated in their focus and written to influence one another.  
Area 1: Program Re-alignment  
 After the MCSD school members introduced Culver Academy Behavior Plan and 
Rubric’s implementation in 2016, faculty members and administrators met the plan with 
reservation yet optimism. Many stated that some students would be more successful than 
others, yet few knew to what extent. For teachers of seventh-grade students, the 
reservation of the plan’s effectiveness was more prevalent. The prior plan and rubric 
elucidated various areas of contention. Several unanswered questions and variables were 
left for Culver Academy administrators to figure out after its implementation. Confusion 
with attendance, academics, and the implementation of interventions became premiere 
reasons why most students were not effective at meeting the goals of the first rubric. 
 To realign the rubric, I would calculate change in the points of the rubric based on 
grade levels.  Points adjustments will begin with seniors to sixth-grade students. While 
the attendance category would remain the same, excused absences would be accepted and 




gain points would be added to the rubric. The school-based leadership team would 
implement the new rubric at orientation for faculty, students, and families.  
 The behavior plan would also require addressing the alignment with the new 
Culver Academy rubric. The school-based leadership team would meet and analyze 
infraction and intervention data and create plans that would meet shifts in behavior—for 
example, ensuring parents and students understand that students receive opportunities to 
correct undesirable behaviors before being removed from the classroom. Students with 
excused absences should not receive a penalty. Students will receive opportunities to 
improve their academics by attending a tutoring session on campus. The administrators 
will implement these changes and provide online tools, placards, and tracking sheets that 
reaffirm the new plan.  
Area 2: Faculty Literacy 
 One of the large areas of contention was understanding the behavior plan and 
rubric. Many teachers welcomed the idea of adjusting and monitoring student behavior, 
but how the rubric would be applied and how it would assist to support student learning 
were constant areas of debate. The effectiveness of the new behavior plan and rubric 
would require teachers and faculty members a high level of understanding of the system 
and its framework throughout Culver Academy. To elucidate any confusion, I have 
devised several actions that would support the change. 
 To support faculty learning and understanding, school officials will provide 
several strategies and actions. After making amendments to the behavior plan and rubric, 
Culver Academy administrators should introduce the plan to the faculty and create an 




would attach to professional development to address any confusion and allow for clarity 
of the new rubric. We should continue this process for the new 4(A) model.  The new 
4(A) model and reference tool would be added to every classroom and meeting area on 
campus to remind faculty, students, and visitors of the key principles of the behavior plan 
and rubric. 
 Lastly, I am proposing training teachers on how to calculate points. An arbitrary 
tool for rubric calculation will add to the district website. This tool would allow faculty 
members to add and subtract points and guide their interventions.  
Area 3: Student Promotion 
 One of the observations debated during the focus group was that students were 
not matriculating at rates more significant than those incoming. Seventh-grade students 
were outnumbering all the other cohorts in middle school and were not successful in 
many of the courses. The lack of success for one cohort could limit course opportunities.  
In order to address this dynamic, I propose several actions to reduce the number of 
students due to increased academic and behavioral success. A necessary strategy would 
include Culver Academy leaders identifying the greatest needs of students. I would use 
the behavioral data of the school year 2017-2018 to generate a list of most frequent 
behavioral infractions by grade level. Also, I would use assessment data from 2017-2018 
to determine which are the greatest academic struggles.   
Another effective strategy would include expanding academic opportunities for 
students. I would instruct the school-based leadership team (SBLT) to develop extended 
academic activities to support their deficits in learning, such as tutoring and an extended 




require the opportunity to design what tutoring strategies would work best with their 
schedules.  
Along with academic opportunities, school administrators were increasing the 
ability of students to regain points lost throughout the program. Students with the new 
behavior plan and rubric must receive several opportunities to obtain addition points via 
extended activities around campus. This strategy would extend to points recovered for 
behavioral infractions. Showcasing students making positive gains would add to this 
strategy. Instead of focusing on goals students have not made, drafting a leaderboard to 
display weekly gains of students would aid in the program’s success. 
Area 4:  Professional Development Opportunities  
 Throughout the program evaluation, many stakeholders consistently discussed the 
lack of professional development that would aid in the program’s success. To transition 
from this status, I am proposing increasing the opportunities for professional 
development that align with the new behavior plan and rubric.  To offer more access to 
professional development, the members of the Culver Academy School-based Leadership 
Team (SBLT) will explore opportunities for professional development and create a 
catalog for training and incentives. This catalog of training would apply to data-driven 
processes that would require support from district academic and behavioral advisors. 
These advisors should be invited to Culver Academy monthly. 
Professional development should hold utility and usability. Culver Academy 
administrators should ensure that the training leads to changes in professional practices 
that influence support for the new behavior plan and rubric. A quarterly review conducted 




Academy must duplicate those practices that show a positive marginal effect.  Ineffective 
practices must go. 
While timing and scheduling create difficulty for professional development, I am 
proposing that either grade level cohort or discipline should stratify training. These 
opportunities could take place before or after school hours. Incentives for teachers who 
provide or conduct professional development during off duty hours are necessary, such as 
classroom coverage, stipends, and leave time.   
Area 5: Student and Family Literacy  
 The success of the new behavior plan rubric is not just contingent on faculty 
members understanding the new system. However, it will be contingent on how well 
students and their families understand the rubric and its expectations. By creating a 
method of disseminating information to families as they are disseminated to faculty 
members , like the online platform, Culver Academy leaders will assure a particular 
comprehension of the new plan and rubric. To ensure the change, Culver Academy 
administrators will present the new rubric to students and families in a way that is easily 
comprehended.  During intake, the administration must explain the new program. A 
PowerPoint and video of the new behavior plan rubric should readily be available on the 
MCSD website. 
  School leaders should create a method that solidifies understanding. This process 
would include an assessment tool for students that measured the information provided. In 
addition, this tool, the district website, offers support. Students who achieve a passing 
score of 70% or higher receive a certificate of completion. All other students receive 




This practice should extend to the adoption of the new 4(A) categories’ design 
and the development of a reference chart that could be viewed by students and 
stakeholders. The reference chart would be available for students to use to support them 
in cases of confusion and uncertainty. Like the other models, a new behavior plan 
reference sheet would be available in classroom and district websites. Finally, Culver 
academy administrators should design a platform that trains parents and students on how 
to track and calculate the rubric points. To evaluate the understanding of the calculation 
practice, I will provide an arbitrary blank rubric that will be used for parents to add and 
subtract into specific categories.  
Area 6: Family Support 
 Several times throughout the data collection, I noticed the lack of parental 
engagement and communication. Parents specifically wanted a more frequent and 
positive relationship with the Culver Academy Faculty as opposed to being contacted via 
means of punishment. From my experience working with parents at Culver Academy, 
they are overwhelmed with negativity and lack viable options to help their students.   
To improve the outcomes of the newly innovated behavior plan and rubric, 
parents must feel like their child will be successful and implored. To create more 
effective lines of communication, Culver Academy officials should invite parents to 
provide input in the academic opportunities, possible interventions, and student data 
evaluation quarterly.  
Conclusion 
This section was developed with the support of my data and research to create the 




data collection, and vision To-Be. I described the compilation in six key areas and goals. 
I devised these goals with my stakeholders in mind and the policy implications that 
would follow. While this section made strides in outlining the focus areas and strategies 
for a revised behavior plan and rubric, the following section will outline the policy 







Implications and Policy Recommendations 
The policy at Culver Academy states that all students must reach a minimum of 
32 points on the behavior rubric using the 4As behavior plan in order to receive a 
transition to a more traditional school setting. This policy has been difficult for many to 
achieve, especially the seventh-grade cohort. With the interventions, limitations, and lack 
of buy-in via faculty and parents, less than 30% of seventh-grade students make the 
transition back to their zoned school via this process. The implementation of both The 
Culver Academy Behavior Plan and the Rubric was to address the recidivism rate, 
behavior, and poor academic achievement of students reassigned to Culver Academy 
through all auxiliary secondary schools within the MCSD. The MCSD reassignment 
policy, in prior years, was the highest deteriorating factor for why students were not 
successfully meeting the requirements of the Culver Academy Behavioral Plan and 
Rubric.  
Several policy recommendations could potentially improve the outcome for 
middle school students at the Culver Academy and possibly be transferrable resolutions 
for sending schools. The behavioral rubric should be scaffolded. High school students are 
capable and able to receive the required 32 transition points at a higher rate than middle 
school students.  
The policy connects to my program evaluation and organization change plan 
because it shows the various ways it has fallen short by meeting the needs of the parent, 
faculty members, administrators, and students. The policy is very limiting and does not 




virtually trapped students in a system to improve their behavior and academics without 
any guidance, and this was foolhardy. The change plan I am prescribing, along with my 
policy recommendation, will provide small steps that could correct the implementation 
mistakes of the program. 
Policy Statement 
Many amendments should be added to the behavior plan and rubric to make it 
more successful. The graduation of points would be done by grade level, starting in sixth 
grade. The range of points would be 32 points for seniors to 20 points for students in 
sixth and seventh grades. In addition to scaffolding points, I propose that students could 
acquire points in various other ways. Up to six additional points will support students 
who attended six-sessions or more of tutoring, extended learning program, or lunch 
bunch. One additional point will be added for parent attendance at voluntary meetings 
and symposiums held at the school site or via online video chats. Up to five points can be 
recovered for discipline referrals when the student completes restorative justice 
interventions. One point will be added for every tracking sheet completed by the student 
and signed by the parent and turned in weekly. 
Students, parents, and educators will be required to complete a behavior plan and 
rubric orientation designed to describe the processes and procedures. Once parents 
complete this orientation, the administration team will assess stakeholders’ understanding 
of the plan and rubric. Before a student enters a classroom, the student must pass an 
assessment to ensure they understand the school policy.  They will receive the new 




an addition to the district website that supports understanding. The administrators will 
post a behavior plan and rubric reference sheet in every hallway and classroom.  
Students will no longer receive the penalty for excused absences. The excused 
absence policy will be the same at Culver Academy as other Mason County Schools. A 
signed parent note for illness, for no longer than three days, will be excused. A student 
must present with a doctor’s note for any illness resulting in absence longer than four 
days. The student must submit notes regarding any court dates or mandatory 
appointments. In addition, student grade point averages (GPA) will require tracking for 
the semester while assigned to Culver Academy.  
Culver Academy administrators and behavioral specialists must create an 
intervention plan and tracking sheet for every student. Also, the data calculated must be 
presented to the entire faculty monthly. Interventions found to be ineffective must go 
before the next semester.  
These changes will directly impact the student achievement outcomes, the fidelity 
of the program, and will improve the culture of Culver Academy. The behavior plan and 
rubric will be more successful by addressing the core issues that retain students and deny 
promotion. I devised this data-driven policy recommendation by looking at the many 
issues commonly discussed by the stakeholder groups and areas of change discussed in 
the To-Be chart. This recommendation will meet the problem by giving faculty, parents, 
and students more tools to meet the goals of the behavior plan and rubric without 




Analysis of Needs 
Educational Analysis. The educational policy greatly disrupts the ability of 
teachers to teach effectively. Unless the MCSD goes the costly route of building another 
alternative school, the classroom sizes and retention rates will likely be unimaginable. 
Thus, the recommendations in the policy change will support educational practices in 
many ways. By addressing the scaffolding in the behavior rubric, students would have a 
high chance of success. Additionally, giving students more opportunities to earn points 
versus lose them, track their daily progress, and communicate effectively about their 
needs will produce more student accountability. Giving teachers more intervention 
options and professional development in implementation will support seat time in the 
classroom. Finally, by building communication and program comprehension with 
families, the new plan and rubric can address the cultural environment at Culver 
Academy and promote buy-in. 
Economic Analysis. The economic implications associated with policy problems 
are vast. Economics is the study of how organizations deal with the scarcity of resources. 
The two most frequently vacant resources at Culver Academy that are attached to the 
policy context are available space and human capital. The size of Culver Academy 
creates unique issues. Culver Academy is a two-story building with most of the 
classrooms and offices downstairs. There is no field nor portable space. Therefore, all 
school operations must take place inside one building. The limitation of the classrooms 
creates a lack of possibility to acquire personnel.  
On the human capital side, Culver Academy does not have a permanent school 




electives or advanced placement courses. Between 10-20 percent of the faculty do not 
return or stay throughout the year. This attrition is problematic because faculty members 
at Culver Academy received certain levels of training that most schools in the district 
lack. For a new teacher, there is a learning curve.  
To fully address these issues in the new policy proposal, adding additional 
professional development and opportunities for professional growth will support the 
teachers. Additionally, funding full-time support facilitators and specialized faculty 
members also will aid in this transition. Adding incentives like stipends and flex-time 
will support student learning and behavior by giving the faculty more support outside of 
hours of operation. In my experience, having faculty members and students who are 
supported consistently by highly trained staff who are familiar with the school and its 
processes create a safer, more coherent learning environment. 
Social Analysis. This policy draws into social dilemmas. The Culver Academy 
Behavior Plan and Rubric were designed to correct several deficits but lacked the 
implementation process, thus created a void in results. With the original policy having an 
emphasis on whether students return to their zoned school or remain at Culver Academy 
another semester, having voids or gaps in implementation would result in much higher 
retention rates. Hanover Research (2013) suggested that retained students in middle 
school will likely drop out before graduating high school (p. 13). This change is 
imperative. Culver Academy is not a dropout prevention center nor has the personnel 




emphasizing interventions and data management now will preempt the future for many of 
these students.  
Political Analysis. Using the political analysis framework, I observed several 
considerations become elucidated. The goals and mandate of Culver Academy are to 
create a learning environment that allows all students to flourish and succeed. If the 
original behavior plan and rubric did not meet those guidelines, then the community at 
large would suffer. Hundreds of students and families would be affected, thus gleaming a 
focus on the Mason County School Board members. If the only alternative school in the 
school district was unsuccessful at rehabilitating students, aiding in the promotion and 
incapable of supporting teachers and families, the notion would result in political disaster. 
The change in the policy will show an atmosphere of support and responsiveness for the 
concerns of faculty and family. In my experience, when district leaders listen and engage 
change, faculty and families buy-in at greater rates.  
Legal Analysis. There are several legal implications of the policy problem and its 
context. Because Culver Academy is the only secondary alternative school for students 
reassigned for a behavioral offense, the school will reach maximum capacity and will 
become unsafe for students and faculty. This could also present issues that will violate 
the accommodations outlined in many of the student’s individual educational plans (IEP) 
and Section 504 plans. These accommodations tend to surround class size, preferential 
seating, and testing environments. Unless amendments are made that adequately fulfill 
the needs of students with these plans, litigation could ensue.  
In addition to safety as a concern, program credibility is a legal issue within the 




same mandates of an equitable learning environment as any public school. The school 
improvement plan houses the mandate with the goals and strategies for each discipline 
provided at the school site. There will be no way for Culver Academy to meet its 
mandate with limited faculty, overcrowded classes, high retention rates, and low student 
matriculation.  
The changes in the new policy proposal could mitigate but may not solve many of 
the issues immediately. As time progresses, and more data analysis will be imperative, 
improvements to the program will continue. Ingenuity around the classroom size will be 
necessary. As previously discussed, explorations in additional training and certification 
could create more flexible schedules and space for students and faculty. Also, providing 
students more opportunities for academic support on and off campus could reduce 
classroom sizes due to promotion. 
Moral and Ethical Analysis. There are several moral and ethical implications for 
the policy problem. As a moral issue, the size of the student population, along with the 
rate of growth is unsustainable. State Statute (2003) dictates the number of students 
enrolled per core class.  The maximum number for any class is twenty-five in a general 
education high school class.  More than fifteen students with behavioral, emotional, and 
learning disabilities would show evidence of learning gains with an increase in academic 
area. Schools must provide academic interventions for all students who need them.  
As an ethical consideration, creating a fallible behavioral plan and rubric system 
that shows a high rate of recidivism potentially violates the State Code of Ethics for 
Educators. The State Code of 2016 states, “Shall make reasonable effort to protect the 




health and/or safety” (citation was held to protect confidentiality). In other words, a 
reassignment center filled with students of varying behavioral offenses with very few 
interventions will not be in the best interest of student growth or safety.  
A costlier solution to this issue would be to create a second school or reassign 
students to other similar programs for offenses less egregious such as drug possession, 
skipping, or improper use of electronics. This policy recommendation would require a 
new facility, faculty, and other resources. As a measure of expense, the ladder would not 
be widely accepted by school board members. On the other hand, these programs could 
be built inside of many secondary schools throughout the district through existing teams 
such as child study teams and dropout prevention teams. The establishment of child study 
teams is a requirement at all Mason County schools. These teams meet to focus on issues 
involving individual students and methods to improve their academic achievement. 
Implications for Staff and Community Relationships 
Changing the existing policy will include provisions for scaffolding scores, 
additional professional development, and an increase in community relations. The policy 
change will have several implications on faculty relations. By increasing opportunities for 
professional development, faculty members will have the opportunity to improve their 
expertise in and understanding of the new behavior plan and rubric. In addition, these 
new policy proposals will support the reduction in classroom size and optimize 
alternative methods for the students to learn and avoid retention.  
In my experience working with the program before the development of a behavior 
plan and rubric and without, I have recognized a yearning for teachers and faculty to 




within their framework to support learning and students, whereas others have dissolved in 
confusion and hopelessness. By creating a framework for ideas to be shared and 
monitored, I foresee a positive change in how teachers interact with the new behavior 
plan and rubric. 
The policy implication on the relationships will require several steps. The first 
step will require the Culver Academy administrators to invite all secondary school 
assistant principals of curriculum and area superintendents to visit Culver Academy. 
District administrators will welcome policy and procedure aligned to the behavior plan 
and rubric. District administrators will solicit their support in areas such as informing 
parents in the process of enrollment into Culver Academy, informing parents and 
students in the policy differences in their school and Culver Academy, and updating 
students’ cumulative folders before releasing them to Culver Academy. District 
administrators will then clarify any questions surrounding the new policy changes.  
Further implications will require the support and engagement of the parents and 
students. Per the data from the parent survey, parents, while supportive of the behavior 
plan rubric at Culver Academy, are rarely solicited for input or provided any feedback on 
the status of their students.  A policy change will implore district administrators to 
mandate to school administrators to change this relationship and devise a school-wide 
system that will enroll every parent in the parent portal platform.  
The policy implications for other stakeholders’ relationships will include students 
attending a behavior plan and rubric orientation meeting.   The purpose of this meeting 
will be to increase the students’ knowledge in the school operations and procedures 




reassignment, schedule and attend class, students will meet with all other reassigned 
students in the orientation and receive a two-hour overview of school expectations. At the 
end of the meeting, students will receive an assessment of the behavior plan and rubric 
process, such as daily procedures, point allocation, mediations, professional services, and 
transition requirements.  
Students must take and pass the assessment with a score of no less than 80% to 
ensure proficiency in understanding. The student will receive a certificate of completion, 
new rubric, and binder. The binder for the student will become a required uniform, and 
the rubric will be re-visited when an infraction occurs. Finally, the student will submit a 
rubric tracking sheet weekly to a member of the administration for a scheduled data chat. 
This addition to the policy is very important to strengthening student 
accountability and buy-in two ways: (a) giving the students the time to meet, process, and 
develop a plan to leave, will guide their focus, and (b) requiring the student to manage 
their performance, monitor their behavior, and calculate their achievement. Overall, this 
will provide evidence to the schools that the students are able to adjust to the traditional 
setting. As a professional practice, I have learned that giving students a blueprint to their 
success ensures their success. Students become driven when they know where they are 
going. 
Conclusion 
 While reviewing the Culver Academy Behavior Plan and Rubric, I recognized 
through data and research the need for amendments with the behavior plan, the rubric, 
training for teachers, and community relations. My goal in this section was to identify the 




new behavior plan and rubric will address the realignment of the point system, the 
attendance policy, professional development, opportunities for students to recover points, 
and family engagement. These changes are intended to increase the capacity of the 
existing organization at Culver Academy.  
 Any policy changes or considerations require a complete evaluation of the  
resources needed and an analysis of the effects of the new policy on the stakeholders. 
Implications of the new policy will affect stakeholder groups uniquely; thus, it was 
necessary to address potential outcomes. In this section, I prepared my policy to meet 
these parameters. The final section will analyze the leadership lessons learned through 







This program analysis has provided me the opportunity to view the MCSD and 
Culver Academy policy development process differently than they were previously. The 
most poignant issue of reflection involves the need to implore all stakeholders in 
policymaking that garners a large educational context. While Culver Academy parents 
hesitantly accepted the Culver Academy Behavior Plan and Rubric, faculty members and 
administrators offered no input.  
Discussion 
After conducting research, data collection and data analysis, understanding that 
the performance and the design of the Culver Academy Behavior Plan and Rubric would 
resemble elements of an implementation failure versus a theory failure. Problems ensued 
in this program due to lack of evaluation and implementation, not due to design intent. 
“The task of both implementing a program and evaluating it made all the more difficult 
when the feasibility of implementation has not been thoughtfully considered in advance” 
(Patton, 2008, p. 313).  While parts of the plan were grossly ineffective, the program 
itself was not the reason students failed to matriculate back to their home schools. The 
Culver Academy organization was not ready for this level of change with its resources. 
The opportunity costs did not meet the design of the school. School administration hastily 
implemented the behavior plan and rubric at Culver Academy without much feedback 
from the faculty, families, the community at large or students.  
The purpose of my program evaluation was to improve the professional practices 




greatest yield for student success. I was able to provide a framework for improving these 
professional practices by conducting extensive research, reviewing stakeholder feedback, 
and organizing data-driven areas of change that could be applied quickly.  
The organizational changes I proposed addressed the issues within the program by 
dissecting what was the greatest concern by the totality of the stakeholders and from my 
expertise as a change practitioner. These changes supported student learning and changes 
in behavior that could be applied immediately to the organization. 
Similar to the organizational change, the policy proposals encapsulated many at-
large and localized ideas that addressed the issues that the program evaluation raised. 
This was a deeper dive into how the policy would look at Culver Academy and the 
MCSD. Additionally, the policy proposal offers suggestions on how its implications 
would affect stakeholders.  
Leadership Lessons 
I have learned several leadership lessons that will apply to this program 
evaluation. As a measure, I often refer to the Professional Standards for Educational 
Leaders for guidance in applying leadership standards. Prominent throughout this 
program was Standard 8, Meaningful Engagement of Families and Communities. The 
standard states, “effective leaders create and sustain positive, collaborative, and 
productive relationships with families and the community for the benefit of students” 
(National Policy Board for Educational Administration,  2015 p. 16). One of the primary 
focuses of this program was the lack of collaboration and understanding between the 
policymakers, community partners, and families. The school administrators and district 




has taught me the value of bringing in outside voices in the policymaking and 
implementation process. Allowing families and community leaders to have a voice, 
builds community, buy-in, representation, and mitigates misunderstanding.  
In the future, before making substantial organizational changes, I plan to invite 
and solicit support from all willing stakeholder groups. Their input is invaluable and may 
serve as a backstop to ideas and dilemmas I may have obfuscated. By promoting this 
learned lesson, the mission, vision, or issue becomes community-based and not the 
burden of school leaders and faculty members.  
Another leadership lesson I extensively explored was Standard 1, Mission, Vision 
and Cores, which states,  “effective leaders articulate, advocate, and cultivate core values 
that define the school’s culture and stress the imperative of child-centered education; high 
expectations and student support; equity, inclusiveness, and social justice; openness, 
caring, and trust; and continuous improvement” (National Policy Board Educational 
Administration, 2015, p. 7).  I learned that leaders, before and when conducting 
organizational shifts, should guide the process with a shared goal and vision that all 
stakeholders can easily identify.  For Mason County school leaders, the goal was student 
accountability through behavior modification. On the other hand, nothing in the initial 
rubric mirrored that goal. As a leader, I plan to create a vision and goals with tasks 
focused on meeting students’ needs. I plan to implement data-driven strategies that guide 
each task. 
Finally, I constantly observed Standard 6, Professional Capacity of School 
Personnel (2015), which states, “effective leaders develop teachers’ and staff members’ 




learning and growth, guided by an understanding of professional and adult learning and 
development” (National Policy Board Educational Administration, 2015, p.14).  The 
inclusion of any new organizational change should require several opportunities for 
stakeholder members to gain understanding. The initial behavior plan and rubric lacked 
that capacity. There were no forums for information, studies, or subject matter expertise 
before the plan’s implementation.  
I have learned that policy changes require professional development. A leader 
must provide faculty members with adequate training and a forum for dialogue about 
policy and how that policy would resemble in their organization. The school 
administrators should be thorough in their explanation of the policy and rubric. They 
should provide parents the ability to review school policy, and the administrator should 
then check for understanding to ensure accuracy.  
Conclusion 
 With the leadership lessons gained through this process, I have come to realize the 
complexity of implementing a program and policies that have no historical framework 
that are guided by sheer optimism. Alternative Education, especially those programs that 
specialize in behavior, is a type of different organizational setting that requires specific 
training, a level of patience, and ethics. Culver Academy did not have a quality plan and 
rubric, but with the change, this school should be able to implement the plan and rubric 
with ease. 
Culver Academy has stood alone in this social experiment to accept students from 
all schools throughout the MCSD. The need for the administration to use a behavior plan 




thrust upon faculty members the responsibility to enforce the plan; even though 
administration and faculty did not know whether it would be effective or punitive. For 
high school students, the plan and rubric were effective while others, especially the 
seventh-grade students, were left behind.  
On the other hand, the new amendments to the more improved behavior plan and 
rubric and some minute policy changes will allow the Culver Academy faculty to 
improve on the gains already present.  Once this new policy is released, similar schools 
will take notice and duplicate ways to improve student accountability, student 
achievement, professional development, and community outreach at their sites. The 
opportunities for change are endless if leaders can tap into the energy of those leaning in 
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Appendix A    
Parent Survey 
Directions: answer each item to the best of your knowledge 
 
1.  The behavior rubric has had a positive effect on your child’s behavior. 
 Strongly Disagree  Disagree  Agree  Strongly Agree  
 
2. The behavior rubric needs no changes. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 






4. Your child understands the behavior rubric. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 





6. During orientation, the behavior rubric was fully explained to you. 
  Strongly Disagree  Disagree  Agree  Strongly Agree 
 
7. How often do you receive positive communications about your child’s progress?  
Never  1-3 times a week 3-6 times a week  more than 7 times a week 
 
8. You are confident that your child will make the points necessary to fulfill the behavior 
rubric? 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
9. The behavior has had a noticeable change on your child’s school performance? 
 Strongly Disagree  Disagree  Agree  Strongly Agree 
 














Administrative Interview Questions 
1. What is working well with the behavior rubric this school term? 
 
2. What is not working well with the behavior rubric this school term? 
 
3. What improvement(s) do you think are needed to help parents, students, teachers 
with the new rubric? 
 
4. Are there any professional development courses available for faculty that would 
assist in the rubric’s success? 
 
5. What role should teachers play in implementing the rubric? 
 
6. Which practices could be used to reduce suspension rates? 
 
7. Which elements of the rubric would you recommend revision? 
 
8.  Which behavior(s) create the biggest difficulties when implementing the rubric? 
 
9.  If any, which additional resources would you recommend to assist parents with 
the behavior rubric? 
 
10.  If any, which additional resources would you recommend to assist faculty with 
the behavior rubric? 
 
11.  If any, which additional resources would you recommend to assist students with 
the behavior rubric? 
 












Focus Group Questions 
This focus group is specific to people who teach middle students with the most behavior 
problems. These teachers are novices on the behavior rubric/plan.  
 
1. What do you think of the behavior rubric? 
2. How can administration support you in its implementation? 
3. What do you think is working best about the plan and rubric? 
4. What do you think is working the least? 
5. What are the greatest challenges with the behavior rubric? 
6. How do you implement the plan in your classroom? 








Directions: use the scale to rate the following survey statements and questions. 
 
1.  The behavior rubric has had a positive effect on student’s behavior. 
 Strongly Disagree  Disagree  Agree  Strongly Agree  
 
2.  The behavior rubric needs little to no amendments. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
3. Seventh grade students understand the behavior rubric. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
4. Parents understand the behavior rubric. 
  Strongly Disagree  Disagree  Agree  Strongly Agree 
 
5.   Approximately, how many students received a failing grade in your class last 
semester? (instructional faculty only) 
 less than 5   6-10    11-15  more than 15 
 
6.  Approximately, how referrals did you write for student behavior. 
 less than 5   6-10    11-15  more than 15 
 
7.  Approximately, how many of your students currently have the necessary points to 
fulfill the rubric. 
less than 5   6-10    11-15  more than 15 
 
8. How often during a school year do you attend professional development assist in the 
implementation of the behavior rubric? 
 Never   1-3 times  4-5 times  more than 5  
 
9. How often during a school year do you attend professional learning communities 
(PLCs) to address student needs? 
Never   1-3 times  4-5 times  more than 5  
 
10. How often during a school year would opportunities for professional development be 
provided on site pertaining to the behavior rubric?  







11. The behavior rubric works well as designed. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
12.  Ongoing training reduces the challenges on implementing the rubric. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
13. The rubric is incompatible with our students’ needs. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
14.  Teachers are given clear expectations on how to implement the rubric. 
Strongly Disagree  Disagree  Agree  Strongly Agree 
 
15.  Administrators equitably implement the behavior rubric.  






































Goals, Strategies, and Actions 
Goal: Strategies Actions 
Area1 
  
Ensure the point(s) calculated meets the 
needs of all students 
● Develop new rubric model  
● Adapt the behavior plan to align 
with new rubric  
● Implement new rubric model  




Assure faculty and staff have a clear 
understand of the new behavior plan 
and rubric. 
 
● Evaluate faculty regarding clarity 
of the new format of the behavior 
plan and rubric. 
● Implement process that assures 
faculty on the new 4(A) 
categories. 
● Provide training on point 
calculation, additions and 
deductions. 
● Implement a faculty development 
program that addresses the clarity 
of the behavior plan and rubric 
● Develop a reference chart for 
faculty to assure understanding  
● Implement a procedure that 
evaluates faculty understanding of 
the plan. 
Area 3   
Increase the number of students 
matriculating and transitioning to their 
zoned schools 
● Identify the need of the students  
● Develop additional academic 
opportunities 
● Provide opportunities for students 
to gain 
● Itemize student data and plans  
● Provide tutoring and extended 
learning 
● Showcase student achievement 
and gains 
Area 4   
Increase opportunities for faculty 
support and learning   
● Develop a catalogue of 
professional learning 
● Implement actives to ensure 
professional practices 
● Ensure flexible scheduling 
● Solicit district and statewide 
support 
● Evaluate effect on student learning 
Area 5 
  
Assure students and families have a 
clear understanding of the new behavior 
plan and rubric 
● Evaluate student and family clarity 
of the new format of the behavior 
plan and rubric 
● Implement process that assures 
faculty on the new 4(A) categories. 
● Provide training on point 




● Increase tools for collaboration 
● Build multiple lines of 
communication  
● Engage families periodically 
 
● Implement a family and student 
development program that 
addresses the clarity of the 
behavior plan and rubric 
● Develop a reference chart for 
students and families to assure 
understanding 
● Implement a procedure that 
evaluates family and students’ 
understanding of the plan. 
Area 6 
 
Provide families with administrative 
support 
● Implement parent outreach 
program 
● Implement several means of direct 
idea sharing and feedback 
● Administer various forms of 
communication and feedback 
 
